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ABSTRACT

The South African employment industry is facing exhaustion as the demand for talented

workers is higher than supply (Bakos, 2005) and it has become imperative that the

employer no longer simply focus on the commitment of employees, but more so on the

extra efforts that are exerted by these employees in order to ensure their sustainability

(Netswera, Rankhumise & Mavundla, 2005). Extensive research has been conducted on

organisational commitment because of its importance in predicting individuals'

behaviour outcomes such as absenteeism and turnover (Popoola, 2005). Findings of

studies conducted by Bolon (1997) and Maharaj (2006) indicate that there is a positive

relationship between organisational commitment (OC) and organisational citizenship

behaviour (OCB). Bolino and Turnley (2003) posit that it is important for organisations

and managers to have a better understanding of the factors that make employees willing

to go the extra mile in order to enhance organisational performance and sustain a

competitive edge.

The alms of the study are to investigate the relationship between organisational

commitment, organisational citizenship behaviour and turnover intentions. Furthermore,

it also investigated the relationship between biographical variables (namely, gender, age,

tenure and race) and organisational commitment as well as that of organisational

citizenship of human resource professionals

https://etd.uwc.ac.za/



A sample of 138 human resource professionals employed at a retail organisation

completed a self-developed biographical questionnaire, the Organisational Commitment

Questionnaire, the Citizenship Behaviour Questionnaire and the Turnover Intention

Questionnaire.

Results of the study indicate the existence of a significant relationship between

organisational commitment and organisational citizenship and turnover intentions for

human resource professionals. The statistical analysis suggests that organisational

commitment has a significant relationship with organisational citizenship, whilst turnover

intentions did not have a significant impact on organisational commitment. The

biographical variables (namely, gender, age, tenure and race) appear to have a significant

impact on organisational commitment, with gender having the strongest relationship with

organisational commitment. The biographical variables (namely, gender, age, tenure and

race) appear to have a significant impact on organisational citizenship behaviour, whilst

race appeared to be unrelated to citizenship behaviour. Previous studies were reviewed

to support the findings of the current study. Limitations of the study and

recommendations for future research were put forth in addition to recommendations for

the organisation.

Keywords: Affective commitment, continuance commitment, normative commitment,

turnover intentions, organisational citizenship behaviour, biographical variables, human

resource professionals, organisational commitment, retail organisation, race.

XXII
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CHAPTER I

1

INTRODUCTION

1.1. BACKGROUND

The world of work has changed dramatically over the past decade with organisations

being assessed against international standards and best practice as a result of

downsizing, expanding, globalisation, increasing workforce diversity, new

organisational forms and benchmarking (Carr, 2005).

Concerns for retaining professionals are intensified in the current era where jobs are

regarded as stepping-stones to the next employment opportunity, which leads to the

inevitable loss in organisational commitment (Kotzé & Roodt, 2005). This is

exacerbated by consistent competition for talent as competitors offer employees large

wage increases in an attempt to poach them (Bakos, 2007). As a result, these conditions

may lead to the loss of trained employees. Based on the above, organisations should

seek new and advanced methods to attract and retain the talent they need for success

(Corporate Leadership Council, 2006).

The global recession has had a significant effect on the retail industry. Retailers are

experiencing low sales as consumers have seen their disposable income drop and there

https://etd.uwc.ac.za/



is a lot of uncertainty surrounding job security (Weimar in Steyn, 2009). Critically

skilled employees, which are the biggest asset to any business, especially in tough

economic times, may be experiencing great uneasiness as retrenchment plans abound

(Swarts & du Plessis, 2007). Popoola (2005) posits that the consequences of employees'

low level of organisational commitment in any organisation are absenteeism, high

turnover rate, turnover intentions and transfer of loyalty to non-work activities,

inefficiency and low productivity. According to Martin and Roodt (2008) employees'

experiencing higher levels of commitment are less likely to have turnover intentions.

The combination of employee turnover and the loss of market share could be

devastating for any organisation. During such a competitive period pressure is placed on

companies to improve their performance and competitive advantage (Buitendach & De

Witte, 2005). A clear understanding of organisational commitment is thus vital in order

to help management understand which of the aforementioned areas need attention in the

organisation and what can be done to address the identified gaps (Lesabe & Nkosi,

2007).

2

Several authors suggest that there is a correlation between organisational commitment

and organisational citizenship behaviour, that is, employees who display organisational

commitment are likely to display non mandated positive behaviours associated with

supporting the goals of an organisation (Feather & Rauter, 2004; Gautam, van Dick,

Wagner, Upadhyay & Davis, 2004). Furthermore research suggests that organisational

https://etd.uwc.ac.za/



citizenship behaviour is related to organisational productivity (Turnipseed, 1996),

organisational effectiveness (Podsakoff & Mackensie, 1997) and job satisfaction

(Murphy, Athanasou & King, 2002).

The human resource professional holds a strategic role that assists the organisation to

build a talent pool, craft competitiveness through its staff members and leverage

intellectual capital in order to develop the organisation's capabilities (Pietersen &

Engelbrecht, 2005). It is thus essential that the commitment of these professionals is

retained. The need to understand employees and know the levels of commitment,

organisational citizenship and turnover intentions displayed by employees is critical to

retaining key skills.

According to Sutherland and Jordaan (2004), an employee's intention to leave is

regarded as the paramount predictor of turnover. Research suggests that improving the

employee's commitment will support retention and reduce the probability of their

departure by approximately 87% (Corporate Leadership Council, 2006).

3

1.2. MOTIVATION FOR THE STUDY

With retrenchments pending in several major international and local organisations and

some having already initiated the process, the impact of this global recession on

employees cannot be ignored. Critical staff is regarded as the greatest asset to

https://etd.uwc.ac.za/



organisations facing this economic crisis (Swarts & du Plessis, 2007). The voluntary

tumover or its intent, of skilled employees, is considered to be detrimental to

organisations both in replacement costs and work disruption (Addae, Parboteeah &

Davis, 2006). The Corporate Leadership Council (2005) has suggested that tumover has

both direct and indirect costs- these are indicated in Table 1 below. In addition, skills

shortages in talent markets often limit the size of the labour pool from which the

organisation can recruit (Corporate Leadership Council, 2006).

Table 1: Direct and indirect costs of turnover

Direct costs Indirect costs

Departure costs Decreased morale

Accrued vacation Lost productivity while peers "cover" the

vacancy lost

Vacancy costs Productivity of recruiters and hiring

managers for recruiting a replacement

New hire costs Orientation period to develop level of

productivity required of the replacement

employee

4

Sources: Adapted from Corporate Leadership Council (2005)

https://etd.uwc.ac.za/



Table 2 illustrates the rate of actual turnover for the period January to November 2009.

Table 2: Human resource turnover January - November 2009
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Source: adapted from HR exit interview statistics (retrieved December 2009).

The retail organisation where the study is being conducted has been experiencing

consistent turnover within the human resources function. Based on the statistics

indicated in Table 2 above, a study focusing on the turnover intentions of staff may

provide valuable insight into the development of strategies to combat the loss of skills.

In a poor economy, organisations should be streamlining all operations in order to

increase efficiency and to ensure 100% alignment with the company's strategy (Swarts

5
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& du Plessis, 2007). Implementing lean manufacturing processes can assist

organisations in maintaining their sustainability during this economic recession where

after the organisation would be in the perfect position to take advantage of the market

once the economy improves (Wright, 2008). The streamlining of support functions in

organisations is leading to extensive job losses being experienced by South African

employees. In anticipation of pending job losses skilled employees are lost to

competitors because they feel the need to find greater job security. This problem is

exacerbated because skilled talent is now being poached as competitors raise

compensation packages in their bid to ensure competitive advantage (Corporate

Leadership Council, 2006).

Passionate and committed retailers are an essential component of the sustainable retail

organisation. The critical objective of the employee retention strategy in a retail

organisation is to ensure that the organisation has a compelling employment proposition

that may lead to a greater propensity to stay with the organisation.

6
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Table 3: Organisational climate survey - 2008 and 2009
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Source: Business overall and HR Beehive Results April 2009

Table 3 illustrates the human resource results for the Beehive survey for the years 2008

and 2009.

The annual climate survey of the organisation where the research was carried out shows

strategic drivers, namely Strategy Execution, Structures, Business Disciplines, Talent

the extent of the human resource professionals' understanding of all the organisations

Creation, Stakeholder Value, Reward and Recognition and Change Leadership. It

7

would be beneficial to determine whether this understanding of strategy translates to

organisational commitment and organisational citizenship behaviour, as suggested by

literature.
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Bolon (1997) postulates that an employee can only be affectively committed should

they have a clear understanding and belief in the mission, goals, and objectives of a

particular facility. According to Mowday, Porter and Steers (Freund & Carmeli, 2004),

an employee is likely to display a positive attitude to the organisation's values and goals

in the form of desired citizenship behaviour. Freund and Carmeli (2004) and Bolon

(1997) posit that if the above is in place, the organisation should see improved

commitment (affective) as well as organisational citizenship behaviour. Furthermore,

according to the researchers, employees displaying organisational commitment are less

likely to allow themselves to be poached by competitors.

An organisation that has employees who are committed to their jobs is likely also to be

characterised by behaviour that reflects in productivity and positive interpersonal

relations, which are compatible with effective organisational involvement (Turnipseed,

1996). Bolon (1997) suggests that individuals who are affectively committed to the

organisation are more prone to display citizenship behaviours than those without such

commitment.

8

Similarly, in a recent study conducted by Maharaj (2006) it was found that there is a

positive relationship between the organisational commitment construct and that of

organisational citizenship behaviour. She contends that employees displaying affective

commitment will engage in extra- role behaviours and make meaningful contributions

to the organisation due to their strong emotional attachment.

https://etd.uwc.ac.za/



According to Mcwatts (2005), an institution's image is determined and maintained by

employees who are in tum expected to become the brand ambassadors. Swarts and du

Plessis (2007) concur, suggesting that organisations should build the infrastructure to

ensure that employees are able to convey the brand image. Employees who live the

brand are less likely to leave the company. Undesired employee withdrawal may greatly

damage an institutions image (Mcwatts, 2005). The voluntary turnover of employees is

harmful to the organisation due to the expenses incurred, such as replacement costs and

work disruption (Addae et al., 2006).

Huang, Lawler and Lei (2007) suggest that the negative relationship that exists between

organisational commitment and turnover intentions is owing to the fact that highly

committed employees should have a strong desire to stay with the organisation, which

would reduce turnover. Managers and supervisors may be able to obtain a good

indication of an employee's intention to quit by taking account of any withdrawal of

OCB behaviours by that employee. By intervening at this stage, employers may prevent

the employee from actually leaving. Dissatisfaction with and lower organisational

commitment may result in reduced levels of OCB directed at the organisation which

may create a stronger intent by the employee to leave the workplace (Coyne & Ong,

9

2007).

The current research focuses on exploring the relationship between the constructs

organisational commitment, organisational citizenship behaviour and turnover

https://etd.uwc.ac.za/



intentions. The premise for this research is based on previous research by Coyne and

Ong (2007), that is, that lower commitment could result in reduced organisational

citizenship behaviour being directed at the organisation. Acknowledging withdrawal of

these OCB's may assist management in preempting the employee's departure, which is

essential if the employee is a good performer (Coyne & Ong, 2007).

1.3. RESEARCH OBJECTIVES

The objectives of the study are:

10

(i) To determine whether a statistically significant relationship exists

between the organisational commitment, organisational citizenship

behaviour and turnover intentions.

(ii) To determine whether a statistically significant relationship exists

between the dimensions of organisational commitment (namely,

normative, affective and continuance) and organisational citizenship

behaviour.

(iii) To determine whether a statistically significant relationship exists

between organisational commitment and biographical variables (namely,

gender, age, race and tenure).

https://etd.uwc.ac.za/



(iv) To determine whether a statistically significant relationship exists

between organisational citizenship behaviour and biographical variables

(namely, gender, age, race and tenure).

(i) Is there a significant relationship between organisational commitment,

organisational citizenship behaviour and turnover intentions?

1.4. RESEARCH QUESTIONS

The aims of the study have led to the development of the following questions:

(ii) Is there a significant relationship between the dimensions of

organisational commitment (namely, normative, affective and

continuance) and organisational citizenship behaviour?

11

(iii) Is there a significant relationship between organisational commitment

and biographical variables (namely, age, race, gender and tenure) for

human resource professionals?

(iv) Is there a significant relationship between organisational citizenship

behaviour and biographical variables (namely, age, race, gender and

tenure) for human resource professionals?

https://etd.uwc.ac.za/



1.5. HYPOTHESES

From the aims, the following hypotheses have been developed:

Hypothesis 1

There IS a significant relationship between organisational commitment,

organisational citizenship behaviour and turnover intentions.

Hypothesis 2

There is a significant relationship between the dimensions of organisational

commitment (namely, normative, affective and continuance) and organisational

citizenship behaviour.

12

Hypothesis 3

There is a significant relationship between organisational commitment and

biographical variables (namely, age, race, gender and tenure).

Hypothesis 4

There is a significant relationship between organisational citizenship behaviour

and biographical variables (namely, age, race, gender and tenure).
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1.6. DEFINITION OF IMPORT ANT CONSTRUCTS

1.6.1 Organisational Commitment

Nelson and Quick (2006) suggest that organisational commitment is the strength of an

individual's identification with the organisation. It is a psychological state that

characterises the employee's relationship with the organisation and has implications for

the decision to continue membership in the organisation (Meyer & Allen cited in Meyer

& Allen, 1997). This definition underpins Meyer and Allen's (1997) three components

model of commitment, namely, affective commitment, continuance commitment and

normative commitment.

1.6.2 Affective Commitment

Affective commitment refers to the employee's emotional attachment, identification

with, and involvement in the organisation (Meyer & Allen cited in Meyer & Allen,

1997).
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1.6.3 Continuance Commitment

Continuance commitment refers to an awareness of the costs associated with leaving the

organisation (Meyer & Allen cited in Meyer & Allen, 1997).

https://etd.uwc.ac.za/



1.6.4 Normative Commitment

Normative commitment reflects a feeling of obligation to continue employment (Meyer

& Allen cited in Meyer & Allen, 1997).

1.6.5 Organisational Citizenship Behaviour

Organisational citizenship behaviour (OCB) refers to discretionary behaviour that goes

beyond formal role requirements and aims to improve the overall performance (Bolon,

1997). According to Monahan and Hopkins (2002) the term is referred to as extra- role

behaviours that are not formal job requirements, examples of which may include,

assisting supervisors and co-workers with their duties or working extra hours. In

addition, OCB does not consist of behaviours which are formally rewarded by the

organisation (Kuehn & Al-Busaidi, 2002). Citizenship behaviours generally have two

common features, namely (i) they are not directly enforceable or mandated and (ii) they

represent extra efforts or individual initiative which generates organisational success

(Bolino & Turnley, 2003; Deluga, 1994; Murphy, Athanasou & King, 2002).

14

1.6.6 Turnover intentions

Turnover intentions reflect the subjective probability that an individual will leave their

organisation within a certain period of time (Zhao, Wayne, Glibkowski & Bravo, 2007).
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1.6.7 Retail organisation

Retail organisations are responsible for distribution of merchandise and are

characterised as companies that sell merchandise in small quantities to the general

public (Carr, 2005).

15

1.7. SUMMARY OF THE CHAPTER

This chapter provides the framework for the research study. Insight into the background

and motivation for the study is provided. The research questions, objectives and

hypotheses were put forth. The chapter concluded with definitions of important

constructs.

1.8. OVERVIEW OF CHAPTERS

CHAPTER 1 provides an outline of the rationale, aims, hypotheses and definitions

pertaining to the investigation of the relationship between organisational commitment,

organisational citizenship behaviour and turnover intentions.

CHAPTER 2 provides a theoretical framework for the study. Past and current research

is introduced to provide an overview of organisational commitment, organisational

citizenship behaviour and turnover intentions.
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CHAPTER 3 provides an in- depth discussion of the research design and procedure

followed, instruments used to gather the data, sample design, the data analysis process

and rationale for utilising the particular methodology. The research instruments

utilised, namely, a self developed biographical questionnaire, the Organisational

Commitment Questionnaire, the Organisational Citizenship Questionnaire and the

Turnover Intentions Questionnaire and their psychometric properties are delineated. The

chapter concludes with the statistical techniques employed to test the hypotheses.

16

CHAPTER 4 reports on the results obtained from the empirical analysis. Both

descriptive and inferential statistics are discussed.

CHAPTER 5 discusses the findings of the results and makes reference to existing

literature and studies conducted. The chapter further identifies limitations of the study

and provides recommendations for future research.

The next chapter presents an overview of relevant literature pertaining to the constructs

being investigated. Each construct will be defined, followed by a review of the relevant

literature.
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CHAPTER2

LITERATURE REVIEW

This chapter will review the literature pertaining to the relationship between

Organisational Commitment (OC), Organisational Citizenship Behaviour (OCB) and

Turnover Intentions. Each construct will be defined, followed by an overview of the

respective antecedents and consequences thereof and finally conclude with the

relationship between the constructs.

17

Given that a paucity of research studies exist III the retail industry investigating

organisational commitment, organisational citizenship behaviour and turnover

intentions, reference will be made to studies conducted in other environments.

2.1. ORGANISATIONAL COMMITMENT

2.1.1. INTRODUCTION

Prolific research has been conducted on the construct of organisational commitment.

Camilleri (2002) suggests that organisational commitment is the primary focus of

several studies as researchers seek to uncover the antecedents that lead to the

individual's commitment to the organisation. The body of research on organisational
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commitment focuses on the attachments that develop between the employee and the

organisation (Mowday, 1998).

Organisational commitment may be vital to the successful performance of the

organisation and the country at large as these employees tend to put in more effort than

their uncommitted counterparts (Rubin & Brody, 2005).

The relationship between an individual and an organisation has changed significantly

over the past twenty years (Mowday, 1998). Demir, Sabin, Teke, Ucar and Kursun

(2009) further contend that organisational commitment has been central to several

studies owing to the fact that it has a significant impact on individuals as well as the

organisation. Neumann and Finaly- Neuman (1990) suggest this trend exists as the

construct links significantly to several important behaviours.

Mowday, Porter and Steers (1982) suggest that variables related to organisational

commitment can be categorised as personal determinants, role related factors, work

experience determinants and consequences. Several studies have been conducted which

define the nature of organisational commitment as well as antecedent and consequences

of other work related variables (Chughtai & Zafar, 2006; Martin & Roodt, 2008).
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Demir et al. (2009) suggest that personal determinants of organisational commitment

refers to the experiences of the individual prior to their joining the organisation, whilst,
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organisational factors occur when the individual joins the organisation and begins to

engage with coworkers and other elements within the work environment.

Further exploration of organisational commitment and determinants should assist an

organisation to foster an environment which is conducive to its development.

2.1.2. DEFINING ORGANISATIONAL COMMITMENT

Organisational commitment is a state of mind that is manifested in loyalty towards an

organisation (Miller, Haskell & Thatcher, 2002; Truckenbrodt, 2000). According to

Allen and Meyer (1990) and Martin and Roodt (2008), it also refers to a psychological

state that binds the relationship between the employer and the individual. Nelson and

Quick (2006) suggest that organisational commitment is the strength of an individual's

identification with the organisation. 'Organisational commitment is a psychological

state that characterises the employee's relationship with the organisation and has

implications for the decision to continue membership in the organisation' (Allen &

Meyer cited in Meyer & Allen, 1997, p. 11.).

19

Mester, Visser, Roodt and Kellerman (2003) state that organisational commitment could

result from organisational commitment to employees by employers, which may be

regarded as a prerequisite to employees' commitment to the organisation.
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Several authors suggest that organisational commitment can be regarded as the bond

between an employee and the organisation, but differ in regard to how the bond was

created. Commitment subcomponents should be viewed independently and not in

unison, as an employee may be motivated by need, and obligation, but lack desire to

remain with the organisation and visa versa. The demonstration of the commitment may

furthermore be differentiated as different employees may be experiencing different

levels of commitment at any given time (Meyer & Allen, 1988).

Meyer, Allen, and Smith (1993) advise that two matters have been raised in past

research which suggests that firstly, the construct is multifaceted and secondly, the

domain in which the construct was studied has been broadened. In addition,

Vandenberghe, Bentein and Stinglhamber (2004) suggest that these commitment types

may have both direct and indirect effects. According to Wasti (2005), individuals can

experience all three psychological states simultaneously and to different degrees. Cohen

(2007) however, suggests that other forms of commitment exist, such as commitment to

the job, workgroup and union.

2.1.3 DIMENSIONS OF ORGANISATIONAL COMMITMENT

The subcomponents of the commitment construct are distinct, independent components

as they have different behavioural implications (Herscovitch & Meyer, 2002). The total

commitment by an employee to an organisation, therefore, reflects each of these
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separable psychological states. Employees may experience the three independent

psychological states in varying degrees, the sum of which is defined in attachment and

commitment to the organisation (Meyer & Allen, 1988).

The 3 Component model developed by Meyer and Allen (1997) consists of three

different components, namely, affective commitment, continuance commitment and

normative commitment (Dunham, Grube & Castaneda, 1994; Joubert, Crafford &

Schepers, 2004; Baruch, 1998);

'Affective commitment refers to the employee's emotional attachment,

identification with, and involvement in the organisation,

Continuance commitment refers to an awareness of the costs associated with

leaving the organisation, and

Normative commitment reflects a feeling of obligation to continue employment'

Meyer & Allen, in Meyer & Allen, 1997, p. 11).

21

Each of the subcomponents will be defined in greater detail.

2.1.3.1. Affective commitment

Affective commitment is the most frequently studied organisational commitment

concept (Cramer, 1996; Somers, 1993). Emotional attachment that an employee feels
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toward an organisation is referred to as affective commitment (Kalbers & Cenker,

2007).

Allen and Meyer (1996) suggest that employees remain with the organisation because

they want to do so. Furthermore the authors purport that strong affective commitment

creates employee identification and involvement with the organisation. Somers (1993)

also adds that this subcomponent refers to personal sacrifice that the employee would

willingly make for the good of the organisation.

An environment which is conducive to the development of affective commitment is one

which fosters work experiences that firstly creates psychological comfort, such as

approachable management and secondly, enhances the employee's level of competence,

such as constructive feedback (Allen & Meyer, 1996).

Affectively committed individuals tend to perform at a higher level than those who are

not committed in this manner (Meyer, Paunonen, Gellatly, Goffin & Jackson, 1989).

Other correlates of the affective commitment construct include organisational support

and transformational leadership as was found on a sample of radiation therapists

(Akroyd, Legg, Jackowski & Adams, 2009).

22

Distinguishing between the types of commitment is determined by its motivation,

namely, desire and need. Employees who are affectively committed to the organisation

will display different on the job behaviour, than employees who are linked to the
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organisation through continuance commitment (Meyer et aI., 1989). Affective

commitment may be distinguished from continuance commitment as the former is

concerned with the extent to which the individual identifies with the organisation,

whereas the latter is associated with the perceived costs of departing from the

organisation (Bosman, Buitenbach & Laba, 2005). A strong affective commitment

remains with the organisation because they want to do so (Pare & Trembley, 2007).

23

2.1.3.2. Normative commitment

Normative commitment is associated with a feeling of obligation to the relevant focus

(Allen & Meyer, 1990; Meyer, Irving & Allen, 1998; Rashid, Sambasivan & Johari,

2003; Roodt, 2004). Normative commitment to the organisation may be developed in

early childhood or during their organisational tenure (Culpepper, Gamble & Blubaugh,

2004). Allen and Meyer (1996) suggest that the development of normative commitment

in the individual's early life encourages the extension of this commitment to the

organisation or employer. The authors furthermore suggest that normative commitment

may also be increased, should the employer provide the individual with experiences

over and above anticipated or reciprocated.

Normative commitment or obligation is influenced by society's norms about the extent

to which people ought to be committed to an organisation. This moral duty (indebted)

mindset drives a desire to pursue a course of action that would benefit the organisation
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because it is both the right thing to do as well as minimizes the costs of not succeeding

socially (Meyer & Parfyonova, 2009). Wasti and Can (2008) suggest that this

subcomponent primarily emphasize this socio-normative costs associated with leaving

or remaining with the organisation. Normative commitment contributed to the

prediction of sacrifice orientation and it develops as a result of the intemalisation of

societal norms which dictate levels of organisational commitment (Bosman et aI., 2005;

Dockel et aI., 2006). Employees experiencing high levels of normative commitment

tend to stay with the organisation owing firstly to the norms and values and secondly,

due to the guilt that rejecting the advice of important people that has requested the

individual remain with the organisation (Felfe & Yan, 2009). Thus this social pressure

via organisational practices fosters the development of normative commitment (Allen &

Meyer, 1990; Powell & Meyer, 2004).

Mester et al. (2003) have found a high correlation between affective commitment and

normative commitment. This finding may be understood as there were several older

employees who may have developed an emotional attachment to the organisation whilst

newer employees express a sense of obligation toward the organisation. Dockel et al.

(2006) state that normative commitment also correlates positively with work behaviours

such as job performance, work attendance and organisational citizenship behaviour.

24
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2.1.3.3. Continuance commitment

Continuance commitment may be characterised by an attachment to the organisation,

owing to the perceived costs to the employee of leaving the organisation (Kalbers &

Cenker, 2007; Meyer, Irving & Allen, 1998). Meyer and Allen (1990) suggest that

individuals experiencing continuance commitment remains with the organisation

because they need to. Taken from the aforementioned definition, continuance

commitment is associated with a number of determinants which have been referred to as

investments and side bets (Bosman et al., 2005). Roodt (2004) further suggests that

continuance commitment reflects the costs that the individual associates with

abandoning a particular target. Several authors posit that strong continuance

commitment is associated with an employee's need to be affiliated with the organisation

due to the lack of alternatives (Meyer & Allen, 1988; Pare, 2007). Allen and Meyer

(1990) suggest that continuance commitment develops due to the number of

investments with the organisation as well as the lack of alternatives.

Allen and Meyer (1990) are of the opinion that continuance commitment will be higher

should employees believe that the possible alternatives are not feasible to their current

situation.
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'The mindset of perceived cost (continuance commitment) develops when an individual

recognises that he or she stands to lose investments, and/or perceives that there are no
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alternatives other than to pursue a course of action relevant to a particular target'

(Meyer & Herscovitch cited in Dockel, Basson & Coetzee, 2006, p. 46). Randall,

Cropanzano, Bormann and Birjulin (1999) furthermore makes the distinction between

continuance commitment and normative commitment by highlighting that continuance

commitment focuses on economic goals, such as reward and recognition rather than

socio- emotional goals such as respect.

Meyer, Allen and Smith (1993) suggest that individuals expenencmg this type of

commitment may be less inclined to involve themselves with aspects outside of those

activities that contribute to occupational development or continued membership with

the organisation. Meyer and Allen (1990) found skills, education, relocation, self

investment, pension, community and alternatives to be antecedents of the continuance

commitment construct. Other correlates of the construct can be defined as anything that

may increase perceived costs associated with leaving the organisation (Cohen, 1999).

26

In a study conducted by Vandenberghe, Bentein and Stinglhamber (2004), the authors

found that affective commitment to the organisation, work group and supervisor each

had distinct antecedents. According to Cheng and Stocksdale (2003), normative and

affective commitment predicted job satisfaction, whilst all of these subcomponents were

linked to propensity to leave the organisation. Tenure, education and age were found to

be biographical correlates of the continuance commitment construct (Mayer &

Schoorman, 1998), whilst job satisfaction predicted affective commitment in a study

https://etd.uwc.ac.za/



conducted by Trimble (2006). Organisational benefit systems were found to have both a

direct and indirect effect on both affective and continuance commitment of 974

employees in an energy industry in the USA (Sinclair, Leo & Wright, 2005).

While these 3 components are distinguishable, individuals can experience the states

simultaneously and to various degrees (Wasti, 2005). Based on this rationale, Cohen

(1999) found that employees with high continuance commitment will develop affective

attachment to the organisation, namely high affective commitment.

Allen and Meyer (1990) have found in their research that subcomponents, affective and

normative commitment, seem to be somewhat related. Meyer and Parfyonova (2009)

posit that normative commitment has received less attention in past studies as the

subcomponent is closely related to affective commitment. Furthermore, affective and

normative commitment thus has similar antecedents and consequences, whereas

continuance commitment appears to have clearly distinct outcomes (Akroyd et al.,

2009; Somers, 1993).

27

In contrast to the above, Allen and Meyer (1990) found in their study that although

there was overlap in the constructs of affective and normative commitment, the

subcomponents were clearly independent of continuance commitment. In later studies,

Allen and Meyer (1996) suggest that whilst the subcomponents all focus on

commitment to the organisation, the constructs are conceptually distinct.
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In a study examining the validity of the three component model, Cheng and Stockdale

(2003) found normative commitment to play a moderating role between continuance

commitment and other variables including, job satisfaction and turnover intentions.

2.1.4. ANTECEDENTS OF ORGANISATIONAL COMMITMENT

The antecedents of organisational commitment is categorised under the following

headings: personal, role related and work experience determinants.

2.1.4.1. PERSONAL DETERMINANTS

Meyer and Allen (1988) suggest that an employee's background has an impact on the

type of organisational commitment displayed. The personal determinants include, age,

tenure, educational qualification, marital status, race and gender (Mow day, Porter &

Steers, 1982).

28

2.1.4.1.1. Age

A study conducted by Mcwatts (2005) revealed that age was found to be the best

predictor of commitment. Angle and Perry (1981) in conducting an empirical

assessment of organisational commitment achieved a similar positive relationship
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1between organisational commitment and employee age. In a study conducted by Ahuja,

Chudoba, Kacmar, McKnight and George (2007) for a sample of information

technology employees, age was controlled for but found to have significant effect on

organisational commitment.

The meta-analysis conducted by Mathieu and Zajac (1990) established a medium

positive correlation between age and commitment. The study suggests that older

employees would tend to have greater levels of organisational commitment. These

findings were extended to a sample of 180 Russian workers employed in a privatized

Russian organisation (Buchko, Weinzimmer & Sergeyev, 1998). Similarly, Martin and

Roodt's (2008) study resulted in a significant difference in organisational commitment

based on respondent's age which suggests that commitment to the organisation

increases as age increases. In contrast, younger employees displayed lower levels of

organisational commitment compared to older employees (Davids, 2004; Morar, 2006).

29

In studies conducted by Mayer and Schoorman (1998) and Griffin (2005) age was

determined as an important predictor of continuance commitment. This finding

indicated that for a sample of police officers the costs associated with leaving the

organisation may have been too great. Meyer, Stanley, Herscovitch and Topolyntsky

(2002) suggest that this finding may be impacted by the geographic location of the

sample. This finding was reached in a study conducted with a sample within and outside

of North America, where candidates within North America indicated that age correlated

https://etd.uwc.ac.za/



strongly with continuance commitment and normative commitment correlated with age

for candidates outside of North America.

Contrary to the above, a study conducted by Dockel et al. (2006) found that there was

no correlation between age and organisational commitment. The authors suggest that

this relationship may have been impacted by the average tenure of the employees which

was below 5 years. The implications were thus that the employees may have too little

invested in the organisation to maintain their organisational commitment.

2.1.4.1.2. Tenure

Tenure can be defined as the length of time since the employee had joined the

organisation (Sinclair, Martin & Michel, 1999).

Mottaz (1987) suggests that longer tenured employees tend to be more committed as

they have better jobs and reap the rewards and satisfaction thereof. A significant

correlation was found between the construct of commitment and tenure for employees

within the organisation (Mester et al., 2003). Similarly, commitment experienced by

members of the police increased with tenure (Metcalfe & Dick, 2000). The meta-

analysis undertaken by Mathieu and Zajac (1990) also suggest that organisational

commitment has been correlated with tenure. The authors posit that the longer period

spent within an organisation, may be linked to greater commitment due to the side bets

30

https://etd.uwc.ac.za/



that may be offered by the organisation. Furthermore, research conducted by Mayer

and Schoorman (1998) in a study evaluating different antecedents of organisational

commitment and organisational tenure, showed higher correlations between tenure and

specifically continuance commitment.

31

An inverse relationship has been established in a study by Taylor, Audia and Gupta

(1996) where managers displayed a negative reaction to increased job tenure. Similarly,

the findings of a study conducted on 475 Australian police officers revealed that

affective commitment declined with longer tenure (Beck & Wilson, 2000). An inverse

relationship was also found between tenure and organisational commitment for a

sample of academic staff (Mcwatts, 2005).

Dockel et al. (2006) purport that employees with medium to longer tenure may

experience greater problems that may impact negatively on their retention, compared to

those employees who joined less than 4 years ago.

A demographic variable that may impact on organisational tenure is that of career

advancement which tends to be more prevalent for older employees (Mathieu & Zajac,

1990). Respondents employed between 1-2 years differ significantly from those

employees who were employed for longer than 4 years, where the former displayed

greater levels of organisational commitment than the latter group (Davids, 2004).

Contrary to other findings, Dockel et al. (2006) and Chughtai and Zafar (2006) contend
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that tenure showed no significant link to organisational commitment. Ahuja et al. (2007)

also found that tenure had no effect on affective commitment for a sample of

information technology employees.

An interesting finding was resolved by O'Neill, Harrison, Cleveland, Almeida, Stawski

and Crouter (2009) who found that long tenured leaders tend to have more committed

managers who too will remain with the organisation for long periods.

2.1.4.1.3. Educational level

Educational levels correlated negatively with organisational commitment (Angle &

Perry, 1981). The results suggest increasing educational levels have been linked to

descending levels of organisational commitment. Several authors have found similar

results with educational levels having a small, although significant correlation with

organisational commitment (Martin & Roodt, 2008.; Mathieu & Zajac, 1990).

Similarly, educational levels had a significant correlation with continuance commitment

(Mayer & Schoorman, 1998). Martin and Roodt (2008) suggest that this finding is due

to the fact that individuals are less dependent on the organisations as they are aware of

the alternative job opportunities available to them.

In a study conducted by Davids (2004), results indicated that employees with an

education level between standard 8- 10 were significantly less committed than

32
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employees with higher educational qualifications. Al- Hussami (n.d.) found that nurses

working in South Florida who were more educated reported higher levels of

commitment, which may be explained by the higher position status and respective

decision making capability which is awarded with the higher level of education. These

results appear to contradict however, the findings of Angle and Perry (1981) and

Mathieu and Zajac (1990).

The results of a study conducted on a sample of 243 employees at a higher institution

revealed that educational level was not significantly linked to organisational

commitment for both academic and support staff (Mcwatts, 2005). Similar results were

also found in a study incorporating hospital staff (Lok & Crawford, 2000). These

findings were also found in Russia, which may be explained by the fact that the Russian

economy does not differentiate rewards with higher levels of education (Buchko et aI.,

1998).

2.1.4.1.4. Marital status

According to Mathieu and Zajac (1990) only a small positive correlation was found

between marital status and organisational commitment. These findings suggest that

married employees display greater levels of organisational commitment.

33
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Marital status was found to be a significant predictor of organisational commitment for

a sample of university teachers (Chughtai & Zafar, 2006). Meyer and Allen (1988) also

found marital status to have a positive effect on commitment after 11 months of

employment with the organisation. Similarly, a significant correlation was found

between marital status and organisational commitment in a study conducted by Morar

(2006). Hrebiniak and Alutto (1972) allude that a positive relationship is due to

exchange theory which suggests that married or separated individuals may see higher

costs attached to leaving an organisation than single individuals.

Camilleri (2005) furthermore adds that the relationship between marital status and

continuance commitment exists as married employees tend to focus on the possible

financial implications. Griffin and Hepburn (2005) however, found that marital status

did not have an effect on continuance commitment. Wayne, Randel and Stevens (2006)

also found a negative relationship between continuance commitment and marital status,

but a positive relationship between affective and normative commitment with marital

status. Popoola (2005) found greater levels of organisational commitment in unmarried

officers than that of their married counterparts when marital status was correlated with

lower levels of continuance commitment.

Mottaz (1987) found that marital status had no effect on employees from a sample of 6

diverse organisations which included an elementary school, university, factory, order

processing company, hospital and law enforcement agency. A study conducted by
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Ahuja et al. (2007) examining the intention to quit of IT personnel also found that

marital status had no effect on organisational commitment. Similarly, Lou, Yu and Dai

(2007) found no relationship between marital status and organisational commitment of

male nurses in Southern Taiwan.

2.1.4.1.5. Race

According to Davids (2004), a paucity of research exists in South Africa which

investigates the impact of race on organisational commitment. Studies conducted with

regard to the relationship between race and organisational commitment have yielded

contradictory findings.

Muthuveloo and Rose (2005) found race to relate to organisational commitment for

engineers in Malaysia. In a study conducted by Davids (2004) there was a significant

difference in organisational commitment based on respondent's race. In this study

Coloured, White and Asian respondents working in the call centre environment were

found to be significantly more committed than their Black African employees. Martin

and Roodt (2008) similarly, in their study conducted at a tertiary learning institution,

found race to be positively correlated to commitment, in that Black respondents

revealed greater levels of commitment than their White counterparts. Findings of the

research conducted by Morar (2006) at a public health institution reflected that the
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levels of commitment for Black employees were found to be significantly lower than

that of the other racial groups included in the sample.

Angle and Perry (1981) however, found no significant differences across racial- ethnic

subgroups within their sample and Ramsay (2006) also found no significant differences

in commitment levels and race.

2.1.4.1.6. Gender

Wayne et al. (2006) found a positive correlation between gender and both normative

and affective commitment, whilst a negative relationship was found between gender and

continuance commitment.

According to the results of a meta-analysis conducted by Mathieu and Zajac (1990),

there is a significant differences between organisational commitment based on gender.

Findings indicated that females tend to be more committed than males. Similar results

were found amongst call centre employees, where female employees appeared to be

significantly more committed to the organisation than the male respondents (Davids,

2004). With regard to most family friendly practices men and women have similar

levels of organisation commitment whilst females tend to express greater levels of

commitment toward organisations that have flexible working hours (Scandura &

Lankau, 1997). Me Coll- Kennedy and Anderson (2005) suggest that organisations
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should develop female focused developmental programs as they tend to display the

highest level of organisational commitment.
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Literature indicates that female respondents were more strongly committed to their

organisations than males as females tend to become restricted to their present

organisations (Angle & Perry, 1981). Contrary to the above, findings from Angle and

Perry's (1981) research indicated that there was no significant relationship between

gender and commitment. Similarly, Mcwatts (2005) purports that gender was unable to

significantly account for the variance in organisational commitment within the sample

included in her study.

In a study by Russ and Me Neilly (1995) gender was used as a moderator between

organisational commitment and turnover intention and found that gender created a weak

link between the constructs.

2.1.4.2. ROLE RELATED DETERMINANTS

Role ambiguity and job scope have been studied in relation to role related

characteristics (Mowday et al., 1982). Several authors suggest that role ambiguity, job

scope, job conflict, job security, pay, work-life balance, empowerment and promotional

opportunities and are correlates of organisational commitment.
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2.1.4.2.1. Role ambiguity

38

Role ambiguity refers to the extent to which jobs are defined, that is, the clarity of role

expectations (Maxwell & Steele, 2003).

An investigation conducted by Kalbers and Cenker (2007), using a sample of 334

auditors working for several accounting organisations, found that auditors with less role

ambiguity experienced greater levels of organisational commitment. The authors thus

suggest that these employees who do not have a clear definition of their roles are less

likely to be emotionally attached to their respective organisations.

Role ambiguity was negatively correlated with organisational commitment for sales

people particularly during early employment (Boshoff & Mels, 1995; Johnston,

Parasuraman, Futrell & Black, 1990). McCleese and Eby (2006) suggest that

individuals experiencing greater levels of role ambiguity have a negative effect on

organisational commitment. The authors furthermore suggest that this role ambiguity

may be reduced by the development of clear job descriptions and performance

appraisals.

Maxwell and Steele (2003) suggest that role ambiguity may increase the levels of

organisational commitment experienced by hotel managers. In a meta- analysis

conducted by Meyer et al. (2002) role ambiguity correlated strongly with affective
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commitment, suggesting that employees that find their roles to be ambiguous will

experience greater levels of emotional attachment to the organisation.

2.1.4.2.2. Job scope

When job scope is viewed as a summary construct including autonomy, variety,

challenge and feedback; higher levels of commitment would be anticipated when

employees experience a larger job scope (Mowday et aI., 1982). A positive correlation

was established between affective commitment and job scope for a sample of high

technology employees (Dockel et aI., 2006). Mathieu and Zajac (1990) found a positive

and consistent relationship between the job scope variable and organisational

commitment. Mottaz (1987) suggests that job redesign in terms of job enrichment and

job enlargement is a predictor of organisational commitment as they provide intrinsic

rewards. According to Mcwatts (2005), work characteristics were amongst the greater

predictors of change in organisational commitment amongst the sample of academics.

2.1.4.2.3. Job conflict
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Role conflict is present whenever the individual experience variance between different

sets of expectations (Gibson, Ivancevich, Donnelly & Konopaske, 2006).
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According to Maxwell and Steele (2003) there is a significant relationship between role

conflict and organisational commitment. Cheng and Stockdale (2003) found a strong

association between continuance commitment and affective commitment and role

clarity. The researchers assert that role clarity in contrast creates certainty regarding

expectations and decreases the likelihood of role conflict. Camilleri (2005) conducted a

study of antecedents of organisational commitment and found role conflict to have a

positive correlation with continuance commitment of 3400 public officers.

Akroyd et al. (2009) evaluated the impact of role conflict on organisational commitment

and found commitment to be a predictor of affective, normative and continuance

commitment. On the other hand, in a sample of sales employees, role conflict was

negatively related to organisational commitment (Boshoff & Mels, 2003). Similar

findings on a case study evaluated by Culverson (2002) supports the inverse

relationship between role conflict and organisational commitment.

40

Although a general assertion may be that employees who experience role conflict tend

to display lower levels of commitment, Mathieu and Zajac (1990) suggests that it still

remains unclear whether role conflict moderates the relationship between organisational

commitment and other variables. According to Johnston et al. (1990), role conflict has

an indirect effect on organisational commitment as the relationship is moderated by role

ambiguity.
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2.1.4.2.4. Job security

A positive correlation, albeit weak was found between job security and organisational

commitment (Yousef, 1998). Davids (2004) advocates that respondents employed on a

contract basis differ significantly from permanent employees. The results determined by

the researcher suggest that employees on a contract basis were less committed than

those employed on a permanent basis. Rubin and Brody (2005) posit that organisational

insecurity decreases organisational attachment when co- workers lose their jobs.

Chughtai and Zafar (2006) purport that satisfaction with job security positively

correlated with organisational commitment. Buitendach and De Witte (2005)

furthermore found a relationship between job insecurity and affective organisational

commitment for a sample of 178 Gauteng maintenance workers. Using a cross-sectional

survey within a financial services organisation, Bosman et al. (2005) also found a

relationship between both affective and normative commitment and job security.

In a study comprising mostly of male automotive employees (79% of the sample),

Wasti and Can (2008) found no relationship between job security and organisational

commitment and more specifically, affective and normative commitment. An

investigation Claes and Van de Ven (2008) on the impact of job insecurity found that

perceived job insecurity of older employees across three broad industries (including

food and drink manufacturing, retailing and sales, and education industry), appeared to

have a negative impact on organisational commitment. Age may thus be viewed as a
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moderator of the relationship between organisational commitment and job security.

Cuyper and de Witte (2005) also found type of employment (permanent versus contract)

to be a moderator of the relationship between organisational commitment and job

security.
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In a sample of 1003 adults who have completed a telephonic survey, job insecurity was

found to be unrelated to organisational commitment. The study suggests that employees

may choose to be committed to the organisation regardless of the security or insecurity

that they feel in the role (Rubin & Brody, 2005). According to Yousef (1998) a weak

positive correlation between satisfaction with job security and organisational

commitment suggest that the more certain the employee is of their job security, the

greater their levels of commitment will be.

2.1.4.2.5. Pay

Camilleri (2002) suggests that compensation has two potential outcomes on

organisational commitment in that compensation may increase affective commitment

when believed to be an offering of caring from the organisation, or increased

continuance commitment.

Employee benefits including health benefits were found to correlate significantly with

continuance commitment, owing to continuance commitment being based on evaluating
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the cost and benefits of remaining with the organisation (Sinclair et aI., 2005). A study

at a South African higher education institution indicated that the remuneration structure

was an important variable in the decision to remain with the institution (Pienaar &

Bester, n.d.). According to Mathieu and Zajac (1990), side bets such as remuneration

have been associated with increased commitment.

A study focusing on the retention of high technology employees found compensation to

be a strong predictor of organisational commitment, affective commitment and

normative commitment (Dockel et aI., 2006). Similar findings were established in a

study conducted by Arnold and MacKensie Davey (1999) and Maxwell and Steele

(2003) as pay and benefits were shown to be a statistically significant predictor of

organisational commitment. In a longitudinal analysis conducted by Meyer and Allen

(1988) the research findings suggested that the starting salary was positively related to

commitment after 6 months where after other biographical factors (including marital

status and education) played a more significant role in terms of organisational

commitment. According to Lesabe and Nkosi (2007), respondents employed at a large

retail organisation in South Africa resolved that the majority of employees were not

pleased with what they were paid and indicated that this impacted on their level of

organisational commitment. Furthermore, in a study conducted by Angle and Perry

(1981), remuneration of employees impacted on their organisational commitment as the

income was the main source of family support.
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A contradictory finding was established at a tertiary institution where professionals,

academic and administrative staff suggested that being paid a fair salary is not the

strongest determinant of their organisational commitment (Arnolds & Boshoff, 2004).
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2.1.4.2.6. Work life balance

Greenhaus, Collins and Shaw's (2003) study looked at the relationship between work

life balance and quality of life and the findings revealed that there is no consensus on

the definition of work life balance. According to Greenhaus et al. (2003) work-life

balance may be defined as the support that companies provide in the form of

organisational programmes, policies and practices which ease the employee's

experience of work and home.

Affective and continuance commitment was correlated with the availability of a work-

life policy to high technology employees. This finding may be owing to the

organisations flexibility and other organisational benefits (DockeI et aI., 2006). O'Neill

et al. (2009) support this view in their study department managers appeared to be more

committed to the organisation when they perceived management to be supportive of

work family balance. These results are particularly reflective of women who reported

higher levels of organisational commitment when the organisation offered flexible work

hours as a component of the work family practices (Scandura & Lankau, 1997).
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In a multi- national organisation, Blair- Loy and Wharton (2004) suggested that

employees who have unsupportive work groups and heavy workloads, tend to display

lower levels of organisational commitment when organisations have work family

policies available. The authors suggest that this finding is due to the inability of these

employees to make effective use of the benefits of the policy (Blair- Loy & Wharton,

2004).
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2.1.4.2.7. Empowerment

Ackfeldt and Coote (2005) suggest that an empowered employee's is one who permitted

by their supervisor to take initiative and make decisions of courses of action.

Chang, Shih and Lin (2009) found that job satisfaction mediated the relationship

between employee empowerment and organisational commitment. In their study

findings indicated that empowered employees who were satisfied with their jobs

became more committed to the organisation.

Both continuance and affective commitment were positively correlated with high levels

of empowerment. The implications findings regarded as significant as the link between

affective commitment and empowerment may be owing to the employees' view of the

organisation as supportive, whereas continuance commitment may be linked to the loss
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of benefits and costs associated with lower levels of empowerment (Pare & Tremblay,

2007).
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2.1.4.2.8. Promotional opportunities

Promotional opportunities refer to the degree to which the job provides an opportunity

for job/ career advancement (Mottaz, 1987). Balfour and Wechsler (1996) suggest that

opportunities for advancement could reinforce the links between the employees and the

organisation.

In a study of 12 state agencies, promotional opportunities had a significant direct effect

on normative, continuance and affective commitment (Bateman & Strasser, 1984).

Work rewards such as promotional opportunities were found to have a significant albeit

small effect on organisational commitment (Mottaz, 1987). The author suggests that job

satisfaction performs as a moderator of the relationship between promotional

opportunities and organisational commitment. In other words, the author suggests that

promotional opportunities may result in greater levels of organisational commitment if

the employees are satisfied with their jobs (Mottaz, 1987).

In a sample of 1300 Australian military officers, the evaluation of possibilities of

promotional opportunities was found to be significantly correlated with organisational

commitment (Jans, 1989). Kalleberg and Mastekaasa (1994) found a weak relationship
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between promotional opportunities and organisational commitment. The authors

suggest that this finding could be due to employee's evaluation of the likelihood of

promotion. Russian workers prospects for job mobility and advancement promotional

satisfaction, was significant and positively correlated with organisational commitment

(Buchko et aI., 1998). McFarlane Shore, Barksdale and Shore (1995) suggest that

employees with a high emotional attachment are more likely to receive rewards such as

promotional opportunities.

Peng, Ngo, Shi and Wong (2009) reviewed the relationship between gender differences

and work commitment, and resolved that female employees are often treated unfairly

which tends to reduce their organisational commitment. The authors suggest that

organisational policies should be created to eliminate this type of discrimination and

thereby improve commitment to the organisation.

2.1.4.3. WORK EXPERIENCE DETERMINANTS
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Work experience determinants refer to experiences encountered during employ with an

organisation (Mowday et al., 1982). Leadership style, relationships with co- workers,

personal importance to the organisation and career development are regarded as work

related correlates of organisational commitment.
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2.1.4.3.1. Leadership style

Nelson and Quick (2006) define transformational leaders as those who use their

personal attributes in order to motivate others toward attaining higher goals.

Al- Hussami (n.d.) suggests that transformational leadership is positively related with

organisational commitment. Similarly, a positive relationship was also found between

transformational leadership and organisational commitment within a sample of 520

respondents employed at a large public hospital. Findings furthermore suggest that

transformational leadership at the indirect senior level had a more positive relationship

with the respondents' commitment as compared to the relationship between

commitment and transformational leadership of subordinates of an immediate

supervisor (Avolio, Zhu, Koh & Bhatia, 2004). According to Mester et al. (2003),

affective commitment appeared to have a higher correlation between transformational

leadership than between transactional leadership. The authors suggest that this may be

owing to a feeling of emotional attachment by respondents towards the organisation.

A study by Mester et al. (2003) however, revealed a non significant relationship

correlation between transactional leadership and continuance commitment.
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2.1.4.3.2. Co- worker support

Hunt and Morgan (1994) reported that work group commitment had no significant

relationship with organisational commitment. The authors are of the opinion that for

many employees, their work groups are not closely associated with a greater affiliation

to the organisation.

A good relationship with colleagues was a strong predictor of change in organisational

commitment for a large sample of graduates (Arnold & Mackenzie Davey, 1999).

Arnolds and Boshoff (2004) have however, found contradictory results which indicated

that high levels of peer relations were related to greater levels of organisational

commitment. Similarly, with a large sample of graduates a statistically significant

relationship was found between organisational commitment and relationships with

colleagues.
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2.1.4.3.3. Personal importance to the organisation

There seems to be a paucity of information on the relationship between personal

importance and organisational commitment.

According to Mowday et al. (1982), when an employee feels that they were important to

the organisation's mission, organisational commitment tends to increase. Employees
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who perceive their relationship with the organisation as positive, supportive and

nurturing, the relationship between themselves and their organisations are likely to

remain committed to the organisation (Turnley, Bolino, Lester & Bloodgood, 2004).

2.1.4.3.4. Career development

A study conducted by Arnold and Mackenzie Davey (1999) on a sample of graduates,

indicated that career development was amongst the greater predictors of change in

organisational commitment. The authors advocate that the graduates were strongly

influenced by the extent to which they were able to use and develop their skills in their

jobs. It could be assumed that career progression within an organisation may be

associated with greater levels of organisational commitment (Mathieu & Zajac, 1990).

Findings from a study of IT professionals have indicated that skills development was

strongly and positively correlated with continuance commitment (Pare & Tremblay,

2007). Lesabe and Nkosi (2007) posit that career growth has been strongly associated

with commitment due to the growing concern that people have for their future. The

respondents indicated that obstacles to career progression and commitment are

negatively impacted. Balfour and Wechsler (1996) suggest that for public sector

employees, promotional opportunities have a significant effect on organisational

commitment.
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2.1.5. CONSEQUENCES OF ORGANISATIONAL COMMITMENT

Job performance, turnover intentions, organisational effectiveness, organisational

citizenship behaviour and job satisfaction are discussed below as consequences of

organisational commitment.

2.1.5.1. Job performance

A weak relationship between commitment and job performance has emerged from

several studies, as commitment was not expected to influence the amount of effort an

employee displays (Mowday et al., 1982).

Contrary to the above however, affective commitment correlated positively and

continuance commitment correlated negatively with performance (Meyer et aI., 1989).

These findings suggest that employees' performance in the organisation can be

associated with both the emotional attachment as well as the suggested costs that the

employee may associate with the performance. Jaramillo, Mulki and Marshall (2005)

found a positive relationship exists between organisational commitment and job

performance for sales people.
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According to Al- Hussami (n.d.), individuals who display greater levels of

organisational commitment tend to display high levels of job satisfaction and generally
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have high performance levels. In a study conducted in Hong Kong, findings suggest that

the relationship between organisational commitment and job performance is moderated

by high levels of work related stress, that is, employees who experience greater levels of

work related stress tend to express higher levels of organisational commitment (Siu,

2003). Similar findings were revealed for employees who work in a virtual environment

in that, the employees experience lower levels of commitment, yet higher performance

levels (Golden & Veiga, 2008).

2.1.5.2. Turnover intentions

There appears to be a causal link between organisational commitment and turnover

intentions (Hunt & Morgan, 1994; McFarlane Shore, Newton & Thornton, 1990).

According to Maharaj, Ortlepp and Stacey (2002), managers who were committed to

the organisation due to the development of marketable skills, increasing challenging

work and skills development, had a negative relationship with intention to leave. The

results of the study indicate that committed employees had the lowest intention to leave

where career development had been taking place. In an investigation into respondents'

intent to stay, results suggest that continuance rather than affective commitment was

significant in decisions to stay with the organisation (Birt, Wallis & Winternitz, 2004).

Abbott, White and Charles (2005) suggest that it is affective commitment rather than

normative and continuance commitment that acts as a buffer against intentions to leave

the organisation. The research findings of a study conducted within a call centre
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environment revealed that organisational commitment may decrease the likelihood of an

employee leaving the organisation (Davids, 2004). The author maintains that this

finding may be due to the employee's belief and identification with the organisation's

values and goals.

The finding of a study conducted by Herscovitch and Meyer (2002) suggest that

organisational commitment may decrease the likelihood that the employee may leave

the organisation. A study conducted by Allen and Meyer (1990) found commitment to

be a negative indicator of turnover. Kim, Leong and Lee (2005) are of the view that

organisations should provide employees with developmental opportunities in order to

gain their commitment and reduce their intention to leave the organisation.

2.1.5.3. Organisational effectiveness

Low levels of organisational commitment in any workplace, like the civil service, are

related with greater levels of inefficiency and effectiveness (Popoola, 2005).

In a study conducted by Angle and Perry (1981), mixed results were found for the

relationship between the commitment subscales. The authors suggest that these findings

may explain why the overall commitment effectiveness relationships were not found to

be strong in the study.
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Henkin and Marchiori (2002) in a sample of chiropractic staff in America and Canada

found positive correlations between the dimensions of commitment and organisational

effectiveness.

2.1.5.4. Organisational citizenship behaviour

Organisational commitment and organisational citizenship are regarded as distinct

constructs (Joubert et al., 2004). The researchers suggest that whilst the distinction

between the constructs has not been agreed upon, agreement has been reached that the

behavioural indicators are distinct from one another.

In a study conducted by Gautam, van Dick, Wagner, Narottam and Davis (2004), the

authors investigated potential correlations between two subcomponents of the OCB

construct (namely, altruism and compliance) and the three commitment subcomponents

(normative, continuance and affective commitment). Only continuance commitment

demonstrated a negative relationship with compliance whilst, both affective and

normative commitment showed a stronger link to altruism than to compliance (Gautam

et al., 2004). Similar findings were produced by Gellatly, Meyer and Luchak (2006)

where they found continuance commitment to be negatively related to organisational

citizenship behaviour.
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2.1.5.5. Job satisfaction

Findings of a study by Kim, Leong and Lee (2005) within the hospitality indicated that

customers revealed lower levels of job satisfaction, but higher levels of organisational

commitment. According to Popoola (2005), the relationship between higher affective

commitment and job satisfaction may impact on the employee's intention to leave the

organisation.
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On the other hand, a sample of academic and support staff report a strong positive

relationship between job satisfaction and organisational commitment (Mcwatts, 2005).

Fu, Bolander, and Jones's (2009) research highlighted that affective and normative

commitment reflected a greater relationship with job satisfaction, whilst continuance

commitment showed no significant effect on job satisfaction. Another study conducted

in the hospitality industry by Namasivayam and Zhao (2007) found a link with

organisational commitment subcomponents (namely, normative and affective) and job

satisfaction, whilst continuance commitment was not related to job satisfaction.

https://etd.uwc.ac.za/



2.2. ORGANISATIONAL CITIZENSHIP BEHAVIOUR (OCB)
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2.2.1. INTRODUCTION

Organ (1977) first coined the term organisational citizenship behaviour and defined

citizenship behaviour as an outcome of job performance (Murphy, Anathanou & King,

2002). Monahan and Hopkins (2002) posit that the relationship between OCB and task

performance is instinctual. However, O'Bannon and Pearce's (1999) view is that

citizenship behaviours go beyond mere job performance. Podsakoff, MacKenzie, Paine

and Bachrach (2000) advocate that past literature focuses predominantly on the

relationship between organisational commitment rather than understanding the construct

and its constituencies. In more recent studies Kim (2006) is of the opinion that

citizenship behaviour has been expanded and diversified.

There are several correlates of the OCB construct namely, job attitudes, task variables,

and various types of leader behaviours which have confirmed strong links with OCB

(Podsakoff et aI., 2000). These factors are expected to either decrease or increase the

employee's propensity to display the aforementioned helping traits. Very repetitive

tasks have been linked to lower levels of citizenship, while providing work- life

benefits, transformational leadership and group level rewards were also identified as

factors that elicit OCB (Bolino & Turnley, 2003). The researchers further suggest that

certain individuals may just be predisposed to display citizenship behaviour. Because

the behaviour is extra role, not being reinforced by formal reward, management needs
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to look at other methods of motivating their employees toward this type of behaviour

(Schappe, 1998).

Several studies have highlighted that perceptions of citizenship have varied depending

on who the rater was (Wanxian & Weiwu, 2007). The authors for example, posit an

older employee may regard behaviours normally associated with altruism as being part

of the role, whilst younger employees may regard altruism as an extra role behaviour.
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Those who display organisational citizenship behaviour produce benefits not only to the

organisation through enhance functioning, but also the line manager and coworkers as

well (Bolino 1999; Schappe, 2008). According to Bolino and Turnley (2003),

organisational citizenship behaviour is beneficial to the organisation to the extent that it

contributes to organisational competitiveness, performance and enhances efficiency.

Joubert et al. (2004) are of the opinion that organisational citizenship behaviour

displayed by employees are reflected in good service and products produced which in

tum gives the organisation a competitive edge. Organisations would thus benefit

significantly by having an understanding, and being able to manage and control factors

which lead to greater levels of organisational citizenship behaviour (Polat, 2009). For

example, Wanxian and Weiwu (2007) suggests that OCB displayed by an employee

needs to be recognised by the organisation lest it make the employee doubtful of

displaying the behaviour.
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In a recent study conducted by Maharaj (2006) it was found that there is a positive

relationship between organisational commitment and that of organisational citizenship

behaviour. These findings replicate the findings of Bolon (1997), which suggest that

individuals who are affectively committed to the organisation are more prone to display

citizenship behaviours than those without such commitment. Maharaj (2006) further

suggests that it has been found that employees displaying affective commitment will

engage in extra- role behaviours and make meaningful contributions to the organisation

due to their strong emotional attachment.

2.2.2. DEFINING ORGANISATIONAL CITIZENSHIP BEHAVIOUR

Organisational citizenship behaviour (OCB) is non mandated and reflects extra effort

and is affected by the personal characteristics of the individual (Bienstock, De

Morganville, Smith, 2003; Bolino & Turnley, 2003; Somech & Drach-Zahavy, 2004).

Citizenship behaviour is furthermore considered to be voluntary in nature and does not

form part of the formal work duties (Bogler & Somech, 2005). The performance of the

citizenship behaviours occurs due to initiative taken by the individual (Jacobs & Roodt,

2007). Bogler and Somech (2005) contend that citizenship behaviour is beneficial to the

organisation. Employees tend to go beyond formal job descriptions and engage in

helping behaviour, with its omission not being punishable (Jacobs & Roodt, 2007;

Zellars, Tepper & Duffy, 2002). This type of voluntary behaviour positively impacts on
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the organisation holistically as well as an employee operating within them has also been

referred to as prosocial behaviour (Puffer, 1987).

Similarly, Bolon (1997) stipulate that organisational citizenship behaviour (OCB) refers

to discretionary behaviour that goes beyond formal role requirements and aims to

improve the overall performance. According to Monahan and Hopkins (2002), the term

is referred to as extra- role behaviours that are not formal job requirements, examples of

which may include, assisting supervisors and co-workers with their duties or working

extra hours. In addition, OCB does not consist of behaviours which are formally

rewarded by the organisation (Kuehn & Al-Busaidi, 2002).

According to Organ (cited in Piercy, Cravens & Lane, 2002), organisational citizenship

behaviour (OCB) occurs when discretionary employee behaviour, which promotes

organisational effectiveness, is seen as being very important in the management of sales

persons. Podsakoff et al. (2000) conducted a meta- analysis of several studies and

summarised the construct in terms of antecedents, consequences and related construct.

Smith, Organ and Near (1982) resolved that OCB consists of two factors, namely

altruism and general compliance. The authors suggest that generalised compliance

refers to the interpersonal conscientiousness which causes individuals to do what is

right.

According to Bolino and Turnley (2003), Murphy et al. (2002) and Deluga (1994),

citizenship behaviours generally have three common features, which are;

i) they are not directly enforceable or mandated;
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ii) they represent extra efforts

iii) individual initiative which generates organisational success
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A five factor model of citizenship behaviour encompassmg, altruism, civic virtue,

courtesy, conscientiousness and sportsmanship, has been established (Organ 1988 cited

in Podsakoff, Whiting, Podsakoff & Blume, 2009). The authors furthermore suggest

that Organ (1990) established the existence of cheerleading as an additional component

of the OCB construct (Podsakoff et al., 2009).

2.2.3. DIMENSIONS OF OCB

1. Civic virtue

Civic citizenship focuses on the behavioural implications for the large entity rather than

the interpersonal level (van Dyne, Graham & Dienesch, 1994). Civic virtue refers to the

employees' focus on the welfare of the organisation and therefore participates in

activities in order to ensure success (Huang, Jin &Yang, 2004).

2. Sportsmanship

Sportsmanship refers to the extent to which the individual makes sacrifices and bears

inconveniences without objecting. Employees engaging in sportsmanship display high
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levels of tolerance during circumstances that were less than ideal. These employees are

furthermore expected to engage in this type of behaviour without complaining about

unimportant matters (Schnake, Cochran & Dumler, 1995).

3. Altruism

Altruism is voluntarily helping people that focus on assisting colleagues with relevant

tasks with which they require assistance (Di Paola, Tarter & Hoy, 2004). Altruism also

refers to optional non mandated assistance provided by an employee (Deluga, 1998).

4. Conscientiousness

Conscientiousness refers to anything done by an employee that is considered to be more

than required, like sorting out company matters from home on their own time (Schnake,

Cochran & Dumler, 1995). Conscientiousness takes place when employees perform

above the minimum job requirements that the organisation expects (Deluga, 1998). In a

more recent study, Singh and Singh (2009) delineate that conscientiousness can be

described as behaviour incorporating neatness, promptness, self discipline and

dependability.
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5. Courtesy

Courtesy refers to employees who make sure that the organisation does not have

unnecessary problems by consultation. Additionally it refers to showing respect to

everyone around you (Schnake, Cochran & Dumler, 1995).

2.2.4. ANTECEDENTS OF ORGANISATIONAL CITIZENSHIP BEHAVIOUR

The antecedents of organisational citizenship behaviour will be discussed with respect

to the following categories: personal determinants, role related and work experience

determinants.

2.2.4.1. PERSONAL DETERMINANTS

The personal determinants discussed in this review includes, race, gender, age and

tenure. These demographic variables will be discussed in terms of literature pertaining

to the relationship between the variable and the biographical variable.

2.2.4.1.1. Race

62

Kelloway, Loughlin, Barling and Nault (2002) purport that there is a paucity of research

studying the impact of race on organisational citizenship behaviour.
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Aquino and Bommer (2003) found that organisational citizenship was strongly related

to victimisation for White respondents, in comparison to African- American

respondents. Jones and Schaubroeck (2004) suggest that there is an indirect relationship

between race and OCB which is moderated by job and organisation perceptions

including constructs such as job satisfaction, and co- worker support.

2.2.4.1.2. Gender

Allen (2006) advises that there is limited research which examines the relationship

between the outcomes associated with citizenship and gender.

In a study conducted by Allen (2006) gender was significantly related to OCB. The

author furthermore found gender to be a mediator of the relationship between OCB and

rewards. After controlling for gender, it appeared that neither emotional exhaustion nor

depersonalisation was related to citizenship behaviour. It is thus plausible that gender

may be a moderator of these relationships (Van emmerik, Jawahar & Stone, 2005).

Ackfe1dt and Coote (2005) similarly found gender to be a moderator of the relationship

between leadership support and organisational citizenship for a sample of retail

employees. The author further indicates that gender moderated to the extent that the

relationship between OCB and promotion appeared to be stronger for males than for

females (Allen, 2006).
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Anderson and Shinew (2001) showed support for the relationship between OCB and

gender as female respondents in their study displayed more OCB's than males, which

may be due to the fact that the females are also parents. This finding was also true for a

study conducted by Lovell, Kahn, Anton, Davidson, Dowling, Post and Mason (1999)

in that when rating one another, female resident advisors at a university received higher

citizenship behaviour scores than their male counterparts.

Contrary to the above, Piercy et al. (2003) suggest that there was no support for the

finding that female managers may display more OCB in comparison to their male

counterparts. Organ and Ryan (1995) posit in their review of previous studies, that there

is no information suggesting that there are differences between men and women

regarding ratings of OCB. Findings by Aquino and Bommer (2003) observed similar

results wherein no relationship was found between citizenship behaviour and gender for

a sample of 418 employees at an American manufacturing organisation. In an

investigation of the influence of job satisfaction, organisational commitment and

fairness perceptions on organisational commitment, gender was found to be unrelated to

organisational citizenship for employees based at an insurance company (Schappe,

1998).

Wanxian and Weiwu (2007) assert that gender is often thought of in a stereotypical

manner, in that, it is anticipated that females may be more likely to display citizenship

behaviour such as altruism and courtesy. The authors did however find this not to be
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true in their research based on the 349 trainees from a number of organisations across

China.
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2.2.4.1.3. Age

Wagner and Rush (2000) found a correlation between citizenship behaviour and

respondent's age for a sample of nurses based in America. Wanxian and Weiwu (2007)

found OCB to be positively associated with age, where the older employees regard

OCB to be in role rather than extra- role behaviour. Polat (2009) similarly conducted an

investigation into the level of OCB that teachers may experience, by analyzing the

perceptions of the administrative support to the teachers. The administrators in the study

revealed that their perceptions of the OCB subcomponents (including altruism,

courtesy, civic virtue, sportsmanship and helping behaviour) are significantly impacted

by their ages. The study suggests that younger administrators in comparison to the older

administrators found teachers to display lower levels of OCB (Polat, 2009).

Ackfeldt and Coote (2005) found no relationship between age and citizenship

behaviour. Similarly, a meta- analysis of 55 research studies yielded no support for the

relationship between age and citizenship behaviour (Organ & Ryan, 1995).

Organ and Ryan (1995) reviewed studies which explored predictors of organisational

citizenship behaviour and concluded that these studies were unable to show any
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2.2.4.1.4. Tenure

relationship between differences in age and citizenship behaviour. They furthermore

contend that age is a weaker moderator of the relationship between citizenship

behaviour and other constructs such as job satisfaction.

Ehrhart (2004) suggests that longer tenure has a strong influence on citizenship

behaviour. In 'Van Dyne, Graham and Dienesch's (1994) research tenure had a

relationship with only loyalty as an aCB subcomponent, thus indicating that the

employees who have been employed by the organisation for longer periods tend to

remain within the organisation.

A sample of 323 employees employed at 4 banks and 3 electronic organisations in

Taiwan was found to display a negative relationship between citizenship behaviour and

tenure (Chen & Chiu, 2009). Similarly, Schappe's (1998) study of employees at an

insurance organisation, who on average were with their current employer for 6 years

and 3 years in their current occupation, revealed that tenure was significantly negatively

related to citizenship behaviours.
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In a study addressing work family conflict and organisational citizenship amongst

teaching staff, there was no significant difference between tenure for citizenship

behaviour (Bragger, Rodriguez-srednicki, Kutcher, Indovino & Rosner, 2005).
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2.2.4.2. ROLE RELATED DETERMINANTS

Pay, job security and job characteristics are discussed as correlates of organisational

citizenship behaviour.

2.2.4.2.1. Pay

According to Deckop, Merriman and Blau (2004), the social exchange theory suggests

that citizenship behaviour may have no formal sanction and does not equate to

incentives and earnings (in role behaviour). Deluga (1994) supports this notion and

emphasises that extra role behaviours are non- mandated and therefore not

compensated. Ertiirk (2007) found fairness in the form of rewards created greater levels

of citizenship behaviour.

In light of the above suggesting that compensation (incentives and salary) should not be

a motivator for the performance of this extra role behaviours, Schappe (1998) found that

although salary was used as a control variable in a study, it was significantly negatively

related to citizenship behaviour for the sample 150 employees employed at a Mid

Atlantic organisation.
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2.2.4.2.2. Job security

In a study conducted by Dean (1998) job insecurity rather than security was linked to

lower levels of citizenship, particularly sportsmanship. The author purports that this is a

hidden cost associated with job in(security) which line manager's ordinarily tend to

overlook.

In a study conducted by Feather and Rauter (2004) it was found that permanently

employed teachers are more likely to display Oï.B compared to contract teachers, due

to the security implied in permanent employment.

2.2.4.2.3. Job characteristics

According to the Job Characteristics Theory, there are 5 core job characteristics,

namely, skills variety, task identity, task significance, autonomy and feedback from the

job itself. Skills variety refers to the use of a number of skills in a role that involves a

number of activities. Task identity refers to the employee's ability to complete a task

end to end. Task significance refers to the degree to which the job has a significant

impact on others. Autonomy refers to the freedom and discretion to take action that the

employee may have, and feedback refers to the extent to which the employee receives

feedback on their performance (Nelson & Quick, 2006).
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Very repetitive tasks have been linked to lower levels of citizenship, while providing

work- life benefits, transformational leadership and group level rewards were also

identified as factors that elicit OCB (Bolino & Turnley, 2003). Rewards may be linked

to receiving feedback on good performance. Three of the job characteristics were

highlighted in a study conducted by Cheng and Chui (2009) who found task identity,

significance and autonomy having a significantly positive relationship with

organisational citizenship behaviour across seven organisations in Taiwan.

2.2.4.3. WORK EXPERIENCE DETERMINANTS

Work experience determinants refer to experiences encountered during employ with an

organisation (Mow day et aI., 1982). Fairness, supervisor support, leadership and group

relationships may be regarded as work related correlates of organisational citizenship

behaviour.
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2.2.4.3.1. Fairness

A perception of fairness is determined by how favourable the outcome is as well as how

the outcome was reached (Jones & Schaubroeck, 2004). Taking this into consideration,

fairness may thus be examined by evaluating an employee's perception of procedural

and distributive justice. Procedural justice refers to the fairness experienced in the

process or procedure followed, whilst distributive justice refers to the outcome of the

https://etd.uwc.ac.za/



decision (Grobler, Warnich, Carrell, Elbert & Hatfield, 2006). Bolino and Turnley

(2003) contend that in addition to distributive and procedural justice, the truthful, show

of concern and consideration of the employees input by the superior, also leads to the

perception of fairness.

Lee and Allen (2002) resolved that employees who feel that they were treated fairly are

more likely to engage in aCB than those who feel that they are treated unfairly within

the organisation. Ehrhart (2004) conducted as study on a sample of 249 employees

employed at a grocery store, suggest that procedural justice represents this fairness

within the work environment. Ertiirk (2007) found fairness in the form of rewards

created greater levels of citizenship behaviour. Schnake, Cochran and Dumler (1995)

found minimal support for the relationship between equity and citizenship behaviour.

In a study conducted by Moorman, Blakely and Niehoff (1998), procedural justice was

indirectly related to citizenship behaviour through its impact on perceived

organisational support. The researchers found support for their hypothesis that

procedural justice mediates the relationship between perceived organisational support

and organisational citizenship behaviour.

Structural equation modelling supported the relationship between procedural justice and

citizenship behaviours, whilst distributive justice was not linked to any of the

citizenship components (Moorman, 1991). Ertiirk, Yilmaz and Ceylan (2004) in

contrast found a relationship was established between distributive justice and
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citizenship behaviours, whilst they were unable to find a relationship between

procedural justice and citizenship. Similar results were reached by Nadiri and Tanova

(2009) in their study conducted in North Cyprus. The authors assert that this finding

may be owing to the possibility that the employees are more focused on the personal

outcomes (distributive justice), rather than the organisational procedure (procedural

justice) used to reach the outcome.
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2.2.4.3.2. Supervisor support

Supervisor support provides an increase in subordinate attachment to the organisation

and motivates an employee to perform aCB (Deluga, 1994). Cheng, Jiang and Riley

(2003) suggest that a greater focus should be made on the relationship between

commitment to the supervisor and aCB, rather than organisational commitment and

aCB. Van Yperen, Van den Berg and Willering (1999) suggest that employees who

experience greater levels of supervisor support may experience greater levels of aCB

due to the mediation by the employees' participation in decision making.

Zellars, Tepper and Duffy (2002) suggest that, subordinates of abusive supervisors

perform fewer aCB's than their colleagues who are not abused by the supervisor.

Ackfeldt and Coote (2005) found that leadership support was negatively related to aCB

for females and non significant for males owing to the inexperienced nature of the

workforce.
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2.2.4.3.3. Leadership
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Employees need more traditional leadership in order to perform their jobs and be

motivated to perform OCB's (Schnake, Cochran & Dumler, 1995). Mester et al. (2003)

found a significant association between transformational leadership and organisational

citizenship behaviour. Transactional leadership is manifested when the leader identifies

the follower's needs and assists them in achieving a level of performance which results

in the achievement of rewards, whereas transformational leadership refers to the leader

who inspires followers to achieve results greater than those intended for, for the

achievement of internal rewards (Gibson et al., 2006).

In a study of self managed work teams, both transformational leadership and

transactional leadership behaviour correlated positively with organisational citizenship

behaviour, with transformational leadership having a significantly stronger relationship

on OCB (Omar, Zainal, Omar & Khairudin, 2009). Ngunia, Sleegers and Denessene

(2006) suggest that the relationship between citizenship behaviour and leadership is an

indirect one, in that, after investigation, the researchers found the relationship between

transformational leadership and organisational citizenship behaviour may be mediated

by job satisfaction.
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2.2.4.3.4. Group relationships

2.2.5. CONSEQUENCES

BEHAVIOUR

OF ORGANISATIONAL CITIZENSHIP

The study undertaken by George and Bettenhausen (1990) was based on the premise

that group cohesiveness would be positively related to the incident of citizenship

behaviour within teams. This view is supported by Smith, Organ, and Near (1983) in a

study that indicates interdependent task groups are more likely to display more

citizenship behaviour than employee task groups that emphasize independence.

Podsakoff et al. (2000) found that altruism, courtesy, conscientiousness, sportsmanship

and civic virtue were positively related to group cohesiveness.

Job performance, turnover intentions, organisational effectiveness, organisational

commitment, job satisfaction and productivity are discussed below as consequences of

organisational citizenship behaviour.

2.2.5.1. Performance

Borman (2004) suggested that organisational citizenship goes beyond task performance,

in that it includes all organisational domains and is a form of behaviour that promotes

task performance. In contrast, Millette and Gagne (2008) evaluated responses to their
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study from 124 volunteers and their managers and found that organisational citizenship

and task performance were significantly correlated to the extent that the two variables

were not distinguishable.
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It is clear that a disparity exists in the literature pertaining to the relationship between

organisational citizenship and task performance with some authors indicating a

significant relationship between the variables and others viewing the variables as

distinct. For example, in an assessment of job performance it provides the line manager

and organisation an indication of promotional and training opportunities aimed at

improving the individual's capability (Piercy et aI., 1998 cited in Jaramillo, Mulki &

Marshall, 2005).

In a meta- analysis conducted by Podsakoff et al. (2000) the authors posit that manager

rated citizenship behaviour results in greater unit level performance. A meta- analysis

conducted of 361 studies indicated that whilst the literature pertaining to organisational

citizenship and turnover intentions were sparse, a significant relationship was found

between the two variables (Hoffinan, Blair, Meriac & Woehr, 2007). In a study

evaluating OCB of their subordinates, sales agent performance was positively related

with OCB by their managers (Vilela, González & Ferrin, 2008).

Barksdale and Werner's (2001) study conducted on a sample of 327 students at a

Southeastern university, found a relationship between altruism and citizenship
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behaviour, although no relationship was found between conscientiousness and

performance.

2.2.5.2. Turnover intentions

Paré and Tremblay (2007) found citizenship behaviour to be significantly and

negatively related to intentions to leave the organisation. The authors suggest that

withdrawal of the aCB behaviours significantly explain withdrawal from the

organisation. Yao and Wang (2008) found that the internalization of values predicted

lower intention to quit and greater display of organisational citizenship behaviours.

Kahumuza and Schlechter (2008) posit that aCB did not significantly predict intention

to quit in their study and thus other variables could contribute to turnover intentions.

Morrison (1994) found organisational citizenship behaviour to be a moderator of the

relationship between perceived organisational support and intention to leave the

organisation.
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2.2.5.3. Organisational effectiveness

Piercy et al. (2003) suggest that organisations should focus on aCB as it places a

significant effect on organisational effectiveness of sales staff. Truckenbrodt (2000)
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suggests that employees who display citizenship behaviour are more likely to increase

organisational effectiveness by virtue of the quantity and quality of work produced by

these employees. DeGroot and Brownlee (2006) investigated the relationship between

organisational effectiveness and organisational citizenship of employees at 101

organisations in the US and found OCB to have a significant effect on the effectiveness.

Leader- member exchange enhances OCB and results in higher levels of organisational

effectiveness (Chen, Wang, Chang & Hu, 2008).

Contrary findings were found by Van Dyne, Graham & Dienesch (1994), which

indicates that there were no links between OCB and organisational and group

effectiveness within the sample. Van Dyne, Graham and Dienesch (1994) also noted

that altruism had no direct link to organisational or group effectiveness.
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2.2.5.4. Organisational commitment

These factors are expected to either decrease or increase employees' propensity to

display the aforementioned helping traits. The researchers further suggest that certain

individuals may just be predisposed to display citizenship behaviour. There are several

correlates of the OCB construct; namely, job attitudes, task variables, and various types

of leader behaviours which have confirmed strong links with OCB (Podsakoff et al.,

2000).
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Cheng, Jiang and Riley (2003) resolved that OCB does not have a direct relationship

with organisational commitment, but is moderated by employee commitment to their

supervisor. A second possible moderator of the relationship was found to be job status,

with permanent employment creating a positive relationship between OCB and affective

commitment (Feather & Rauter, 2004).

Distinct links have been made between subcomponents of the OCB construct and that

of the commitment subcomponent. Continuance commitment was resolved to be

unrelated to altruism and negatively related to compliance whereas affective and

normative commitment was significantly related to organisational citizenship behaviour

(Gautam, Wagner, Upadhyay & Davis, 2004).

2.2.5.5. Job satisfaction

Tang and Ibrahim (1998) state that job satisfaction implies that employees are happy

and willing to display these extra role behaviours. Similarly, Schnake, Cochran and

Dumler (1995) posit that a relationship between OCB and job satisfaction is anticipated

due to the norm of reciprocity, which suggests that people will be inclined to

reciprocate the helping behaviour. The relationship between job satisfaction and

organisational citizenship behaviour may be manifested in behaviours such as helping a

coworker and generally going beyond the call of duty (Nelson & Quick, 2006).
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Literature suggests that job satisfaction may play a moderating role between

commitment and citizenship behaviour. The relationship between organisational

commitment and organisational citizenship was mediated by job satisfaction (Chu, Lee,

Hsu & Chen, 2005). These findings were later replicated in a Korean context whilst

applying structural equation modelling to evaluate this relationship between citizenship

behaviour and job satisfaction for a sample of I 584 civil servants (Kim, 2006).

Monahan and Hopkins (2002) examined the self report responses of nurses who work in

elder care and found that those who were satisfied with their job had experienced

greater levels of citizenship behaviour. Van Dick, van Knippenberg, Kerschreiter and

Wieseke (2008) similarly found a significant positive relationship between job

satisfaction and citizenship behaviours. Likewise, research conducted in a non Western

context explored the relationship between job satisfaction and self reported citizenship

of 153 public and private sector employees and found a significant relationship between

the constructs (Kuehn & Al-Busaidi, 2002). Similar findings were established within

the sample of human services professionals in Australia (Murphy, Athanasou & King,

2002). The authors furthermore suggest that this satisfaction with the job can be seen in

the employee's involvement in extra- role behaviours in the workplace.
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2.2.5.6. Productivity

Employee productivity has been a challenge for South Africa smee the country

reentered the global arena (Grobler et al., 2006).

Podsakoff, Whiting, Podsakoff and Blume (2009) in a meta- analysis found a significant

number of studies linking productivity to the performance of organisational citizenship

behaviour. Utilising a five item organisational productivity questionnaire, Jain (2009)

found amongst a sample of 250 executives at an Indian manufacturing plant that a

significant relationship exists between productivity and organisational citizenship.

Turnipseed and Murkison (1996) found an association between productivity and

organisational citizenship behaviour, owing primarily to the altruistic and compliance

subcomponents. Podsakoff et al. (2000) suggest that aCB impacts on organisational

productivity to the extent that employees who display this behaviour take time out of

their work in order to assist inexperienced colleagues.
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2.3. TURNOVER INTENTIONS

2.3.1. INTRODUCTION

'The voluntary turnover of desirable employees is considered to be detrimental to the

organisation both in replacement costs and work disruption' (Addae et al., 2006, p.

229).

There are several major reasons for turnover, namely, dissatisfaction, living conditions,

personal, alternatives, organisationally initiated, negative consequences, costs,

disruption of performance, disruption of social and communication patterns, decline in

morale, undifferentiated control strategies and strategic opportunity costs, higher

turnover in new employees and goals and values (Price, 1977).

Employees who voluntarily leave their employment are replaced in their positions,

creating not only departure costs (for example, accrued vacation) but also vacancy costs

(for example, lost productivity, recruiting advertising) and new hire costs (for example,

screening, relocation, ramp-up productivity losses). Loss of organisational knowledge

of history, culture, and process stems from voluntary turnover. Additional costs can

include decreased morale, lost productivity whilst the position is temporarily filled by a

co-worker, the lost productivity of recruiters and hiring managers for recruiting a
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replacement, and the orientation period prior to full performance and productivity

required of the replacement employee (Corporate Leadership Council, 2005).

Depending on the calibre of replacement, this turnover could also bring a net loss of

skills and knowledge among the workforce. Lastly, voluntary turnover may negatively

impact the morale, workload, and stress levels of employees staying in the organisation

(Corporate Leadership Council, 2005).
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In a study conducted by Arnold and Mackenzie Davey (1999) on a sample of 474

graduates employed across eight organisations, the authors found whilst respondents

consistently thought about leaving the organisations, few actually did.

2.3.2. DEFINING TURNOVER INTENTIONS

Several researchers suggest that employees' intentions or behaviours are the strongest

predictor of actual turnover (Zhoa et aI., 2007).

Intention to quit refers to employees' perceived likelihood that they will stay or leave an

organisation (Bigliardi, Petroni & Dormio, 2005). The authors furthermore purport that

turnover intention refers to the individual's behavioural intention to leave the

organisation.
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Zhoa et al. (2007) posit that organisations should focus on turnover intention as it serves

as an indicator of the employee's psychological attachment to the organisation.

Sutherland and Jordaan (2004) classify labour turnover in the literature as either

voluntary or involuntary. Grobler et al. (2006) suggest that organisational research

focuses mainly on voluntary rather than involuntary turnover which may be an outcome

for those who retire or have their employment terminated due to performance concerns.

Voluntary turnover is a result of interaction of the following factors; firstly, it is

originated by the individual of environment and secondly, the source that did not initiate

the action in the final decision (Jackofsky, 1984).

Turnover intentions or intention to quit has been used extensively as a core of turnover

models (Steel, 2002). According to Manger and Eikeland (1990), turnover (actual

turnover) has focused primarily on the causal relationship between the intention to leave

and actually leaving the organisation.
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2.3.3. ANTECEDENTS OF TURNOVER INTENTIONS

The following antecedents of turnover intentions will be discussed: personal

determinants, role related and work experience determinants.
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2.3.3.1. PERSONAL DETERMINANTS

Numerous studies were conducted during the 1980's focusing on the antecedents of

turnover intentions (Boshoff, van Wyk, Hoole & Owen, 2002). The personal

determinants of turnover intentions included in this literature review are age, race,

gender, marital status, educational level and tenure.
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2.3.3.1.1. Age

Past research conducted in a British setting suggest that a significantly negative

relationship exists between intentions to quit and the respondent's age (Shields &

Wheatley Price, 2002). The researcher found that nurses under the age of 34 are more

likely to indicate an intention to leave the hospital than nurses over the age of 50.

Similar results were found in a study comprising 2,197 nurses from Taiwan, in that

younger nurses indicated greater propensity to leave the organisation (Lu, Lin, Wu,

Hsieh & Chang, 2002).

For the sample of human service employees, social and child welfare employees, age

appears to be a statistically significant predictor of turnover intentions (Mor Barak,

Nissly & Levin, 2001). Martin and Roodt (2008) suggest that an increase in age

correlated with improved intentions to stay on at an organisation. Older employees

showed a greater desire to stay within the organisation. These findings were later
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replicated on a sample of welfare employees. The authors propose that this outcome

may be due the likelihood that older employees saw greater advantages in retaining

their benefits (Mor Barak, Levin, Nissly & Lane, 2006). More recent research

conducted by Seston, Hassell, Ferguson and Hann (2009) found that a relationship

existed between specific age categories, namely 30-39 and older than 50 and intention

to leave amongst their sample of pharmacists.

2.3.3.1.2 Race

Due to government regulations Black females are more sought after than Black males

and White females and these factors drive down their turnover intentions. White males

who were previously dominant role players reveal greater intentions to quit (Martin &

Roodt, 2008).

Using a modified meta- analysis, Dole and Schroeder's (2001) sample of 1424

accountancy professionals found that intention to leave the organisation did not differ

significantly by ethnic group. In a study conducted in the following year on British

nursing professionals, a similar finding was reached in that there was no statistical

relationship between the specific ethnic groups to which the employees ascribed

(Shields & Wheatley Price, 2002).
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2.3.3.1.3. Gender

Gender was found to be a moderator of the relationship between organisational

commitment and intention to leave the organisation for a sample of sales representatives

(Russ & Me Neilly, 1995). Mor Barak et al. (2001) found that a number of variables

could impact on the relationship between intention to leave and gender. The authors

suggest that a female's intent to leave the organisation may be impacted by a number of

variables, including perceived fairness with which they are treated, their job

satisfaction, levels of commitment, stress and burnout.

Elvira and Cohen (2001) resolved that both male and female employees select whether

to remain or leave the organisation based on their ranking and whether there are male

employees in lower and higher ranking positions. The authors suggest that males are

more likely to leave when there are more males than females at executive level, whereas

females are less likely to leave the organisation when more females are employed at

their level. In a more recent study, Seston et al. (2009) found in their sample of male

pharmacists in Great Britain that males were more likely to consider leaving the

profession than female pharmacists.

2.3.3.1.4. Marital status
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Chen (2006) found marital status to be a significant predictor of turnover intentions for

their sample of flight attendants. In a sample of male nurses, unmarried nurses showed

greater propensity to leave the hospital where they had been employed (Lou, Yu, Hsu &

Dai, 2007). Shields and Wheatley Price (2002) found in a study based on racial

harassment, job satisfaction and intention to quit, that marital status was related to

turnover intentions of the respondents, in that being married significantly reduced the

nursing samples' intention to leave the organisation.

In more recent research on information technology employees Ahuja et al. (2007) found

that marital status had no effect on the intention to leave.

2.3.3.1.5. Educational level

Jones, Jones and PrenzIer (2005) found that having a tertiary degree had minimal effects

on intention to leave of policing staff which comprised their sample. The authors

postulate that this finding may be owing to the fact that the police departments had a

number of career development opportunities and a promotional system based on merit

rather than the qualification held by the employee.

Lambert, Hogan and Barton (2001) however found no relationship between turnover

intentions and educational level amongst a sample of American employees.
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In contrast, findings of a study of nurses in Taiwan revealed that nurses with junior

college degrees were more inclined to leave than those who had a bachelor degree (Ma,

Lee, Yang & Chang, 2009).

2.3.3.1.6. Tenure

Higher termination rates are prevalent amongst employees with a shorter amount of

service; however, the cost of termination remains the same as with any other

termination (Corporate Leadership Council, 2005).

In a study of 779 managers at an insurance organisation tenure had a significant

correlation with the intention to leave (Mitchel, 1981). Gerhart (1990) suggests that

most voluntary turnover comes from young low tenured employees in comparison to

longer tenured who are less likely to leave as they have more invested in the

organisation. In more recent research, Moore (2000) similarly found a significant

relationship between organisational tenure and turnover intentions for information

technology professionals. Trimble (2006) resolved that tenure was a greater predictor of

turnover intention than age. The author further posits that greater attention needs to be

given to longer tenured employees rather than new employees.
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In the case of mergers and acquisitions, lengthening job tenure could also be seen as a

breach in the psychological contract and is expected to increase managers' likelihood of

leaving the organisation. Managers with longer tenure are less committed and more

likely to leave an organisation (Taylor et al. 1996). Research conducted across a rural

and semi- rural areas in Pennsylvania by Manlove and Guzell (1997) suggest that job

tenure have a significant impact on the turnover intention of child care employees to

leave the organisation.
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2.3.3.2. ROLE RELATED DETERMINANTS

Literature pertaining to role clarity, work-life balance, pay and alternative job

opportunities are outlined in terms of role related determinants.

2.3.3.2.1. Role Clarity

Role clarity is defined as the extent to which employees feel that they know what is

expected of them in their role (Hwang & Chang, 2009).

Kemery, Mossholder and Bedeian (1987) suggest that role conflict and ambiguity may

be causally link to turnover intentions. A study conducted by Kalbers and Cenker

(2007) on a group of auditors found that more experienced auditors had less role

ambiguity and therefore display more affective commitment toward their organisation
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and therefore lower turnover intentions. Similarly Muliawan, Green and Robb (2009)

in a recent study of information systems analysts, found role conflict to have a

significant relationship with turnover intentions.

2.3.3.2.2. Work life balance

Intent to leave is directly impacted by perceptions of work life and morale, with

perceptions of work life having a positive and substantial effect (Johnsrud & Rosser,

2002). Amongst a sample of 526 employees from 37 different hotels, employees

reported a significant relationship between work family climate and turnover intention

(O'Neill et al., 2009).

2.3.3.2.3. Pay for rewards

A sample of Norwegian university staff reported salary and other economic resources to

be a significant factor predicting their intention to leave the organisation (Manger &

Eikeland, 1990). Flight attendants at a Taiwanese airline suggest that employees earning

less than NT$65,000 are more likely to leave the organisation than those earning more

than this amount (Chen, 2006). This inclination is also relevant to employees in a South

African based organisation, which indicated that significant numbers of participants

found monetary rewards to be a huge contribution towards employees' decisions to stay
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or leave an organisation (Lesabe & Nkosi, 2007). Popoola (2005) contends that

employees expect to be motivated by high wages and salaries as well as suitable

conditions of service. Similarly, a study by Chew and Chan (2008) found a significant

positive relationship between remuneration and intent to remain with the organisation.

Contradictory findings however, have been found by Arnolds and Boshoff (2004) in a

restructuring process, where employees indicated monetary remuneration as a less

significant determinant of intent to stay with the organisation. In a two sample study,

namely 232 medical representatives and 221 employees from a number of

organisations, it was found that affective and normative commitment were moderators

of the relationship between satisfaction with pay and turnover intentions (Vandenberghe

& Tremblay, 2008).

2.3.3.2.4. Alternative job opportunities

Alternative job opportunities and intention to leave are discussed in terms of career

development opportunities and the employment markets. A meta analysis of 25 articles

evaluating the availability of employment alternatives are amongst the strongest

predictors of turnover or intention to leave (Mor Barak, Nissly & Levin, 2001). In a

sample of nursing staff, those who found alternative employment opportunities

expressed greater intent to leave the organisation (Davidson, Folcarelli, Crawford,

Duprat & Clifford, 1997). Bigliardi et al. (2005) similarly showed that a negative
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relationship exists between the degree of external career opportunities and turnover

intentions for a sample comprising of 442 engineers employed at 11 organisations in

Italy. In an empirical study conducted on a sample of South African expatriate

managers a challenging job and promotional opportunities were found to have high

correlations with intention to quit (Swarts & du Plessis, 2007).

Gerhart (1990) researched the impact of alternative job opportunities on voluntary

turnover, and posits that whilst an employee may believe that there are alternative job

opportunities and therefore intend to quit, this may not lead to actual quitting as the

labour market remains unfavourable.
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2.3.3.3. WORK EXPERIENCE DETERMINANTS

Work experience determinants refer to experiences encountered during employ with an

organisation. Leadership support and career development are regarded as work related

correlates of turnover intentions.

2.3.3.3.1. Leadership support

Employees who have high levels of leader support are more committed than other

employees. Higher turnover could arise from management neglecting employee

dissatisfaction (Chiu, Chien, Lin & Hsiao, 2005).
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In a study conducted by Cheng et al. (2003) a sample of 538 employees and their

managers completed two separate questionnaires; the authors found the employees

intention to quit to be strongly linked to his/her commitment to his/her supervisor.

Results from a study comprising of 2522 staff members employed across 312

departments in a healthcare organisation indicate that participative leadership

specifically was negatively related to turnover intentions (Angermeier, Dunford, Boss &

Boss, 2009). In the case of participative decision making, the leader allowed those who

were impacted by the decision to get involved in the selection of which alternative

should be followed (Nelson & Quick, 2006). For a sample of 384 sales people,

perceived supervisor support was directly related to turnover intentions (De Coninck &

Johnson,2009).
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2.3.3.3.2. Career development

In a study focusing on social satisfaction and career satisfaction, Eddleston (2009) posit

that organisations should focus on the development of career strategies that could assist

employees to meet their career aspirations when comparing themselves with other

employees. This career satisfaction may lead to decreased intentions to leave the

organisation (Eddleston, 2009).

According to Bigliardi et al. (2005) a study comprising of design engineers reported

lower propensity to leave the organisation if there were career advancement

https://etd.uwc.ac.za/



opportunities available. Similarly, findings of a sample of employees from a Taiwanese

accounting firm indicated that the presence of career development is positively linked

with the probability of turnover (Huang, Lawler & Lei, 2007). Chang, Chou and Cheng

(2007) also found that the presence of career development programs led to greater

satisfaction of nurses which in tum decreased their turnover intentions.

2.3.4. CONSEQUENCES OF TURNOVER INTENTIONS

Job satisfaction, absenteeism and job performance are discussed below as consequences

of turnover intentions.

2.3.4.1. Job Satisfaction

It has been suggested that higher turnover problems are due to a lack of job satisfaction

rather than commitment (Jahangir, Akbar & Begum, 2006).

Popoola (2005) suggests that when employees are promoted when due they could

display higher commitment as well as greater job satisfaction which leads to a greater

propensity to stay. Cohen and Golan (2007) suggest that increasing job satisfaction and

organisational commitment are good strategies for reducing absenteeism and turnover

intentions.

93

https://etd.uwc.ac.za/



Jawahiri and Hemmasi (2006) found greater support for the relationship between

employee satisfaction than job satisfaction and turnover intentions. Employee

satisfaction had a stronger effect on turnover intentions than job satisfaction, and fully

mediated the relationship between support and turnover intentions.

Dole and Schroeder (200 I) found that job satisfaction increases and turnover intentions

decrease as the level of decision making authority increases. However, the level of

decision making authority has not been proven to be a moderating variable for

relationships between personality and job satisfaction or turnover intentions. These

studies were later replicated in a nursing sample (Lu et al., 2002; Shields et al., 2002)

and later for flight attendants (Chen, 2006). Chen (2006), suggest that organisations

should thus capitalise on the evident relationship between job satisfaction and intention

to leave. Other moderators were identified by Zeytinoglu, Denton, Davies, Baumann,

Blythe and Boos (2007) who purport that the relationship between job satisfaction and

turnover intentions is moderated by employment status, is not significantly related to

job satisfaction. Turnover intentions also increase as the employee's unpleasant

emotions and thus job satisfaction is suppressed (Cêté & Morgan, 2002).
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2.3.4.2. Absenteeism

Bowen (1982), after conducting a longitudinal study on female nurses in Israel, suggests

that absenteeism may be regarded as a consequence of an employee's intention to leave
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the organisation. More recent literature supports this assertion that higher rates of

absenteeism should be seen as an early indication of withdrawal among employees

(Cohen & Golan, 2007; Felfe & Yan, 2009).

A significant relationship exists between expenences of stress, absenteeism and

turnover intentions (Leontaridi & Ward, 2002). In other words, the author suggests that

employees experiencing high levels of stress have a greater tendency to be absent from

the organisation and consider leaving the organisation. Flores, Salazar, Square,

Martinez and Carraher (2009) suggest that absenteeism is amongst the greater

predictors of an employee's intention to leave the organisation.

2.3.4.3. Performance

In a study conducted by Darnold and Zimmerman (2009) it was however found that the

relationship between performance and intent to quit is both negative and not significant.

The researchers posit that employees who consider quitting may be less willing to

invest in their jobs with high work performance.
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Within a sample of knowledge workers unproductive turnover occurs when high-

performance employees' leave and poor performance employees stay on (Sutherland &

Jordaan,2004).
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A study conducted in the south of China on a sample of 153 toy manufacturing

employees found a correlation between performance and turnover intention (Hui, Wong

& Tjosvold, 2007). In an extension of these findings Darnold and Zimmerman (2009)

established that the correlation between performance and turnover intention is

moderated by the individual who conducts the rating. For example, they suggest that

self perceptions of performance are only a slightly more significant predictor of

intention to leave than supervisor ratings.
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2.4. THE RELATIONSHIP BETWEEN ORGANISATIONAL CITIZENSHIP

BEHAVIOUR AND TURNOVER INTENTIONS

Chen (1998) states that a correlation has been established between organisational

citizenship behaviour and turnover intentions. Pare and Tremblay (2007) posit that

organisational citizenship behaviours are a good indication of intention to quit.

Furthermore, the authors suggest that withdrawal from an organisation is preceded by a

lack of organisational citizenship behaviour.

'Dissatisfaction with and low commitment to the organisation could result in reduced

organisational citizenship behaviours directed at the organisation which then relates to

turnover' (Coyne & Ong, 2007, p. 1093).

https://etd.uwc.ac.za/



97

Findings of a study conducted on a sample of employees from 33 stores belonging to a

national retailer indicated that group cohesiveness and positive leaders relate to positive

organisational citizenship behaviour and lower turnover intentions (George &

Bettenhausen, 1990).

Findings of a study conducted by Castro, Armario and Ruiz (2004) indicates turnover

affects organisational citizenship behaviour which impacts on daily work and leads to

lower levels of profitability. Millette and Gagne (2008) similarly found a link between

organisational citizenship behaviour and turnover intentions for a sample of volunteers

at a community clinic. In a predictive study of the impact of organisational citizenship

and emotional intelligence on several variables including turnover intentions, it was

observed that sportsmanship, a subcomponent of organisational citizenship behaviour,

had an inverse relationship with intention to leave the organisation (Jain, 2009).

Podsakoff, Whiting, Pofsakoff and Blume (2009) conducted a meta analysis based on

168 samples and found a significant relationship between turnover intentions and

citizenship behaviour. Nadiri and Tanova (2009) found a similar relationship between

overall citizenship behaviour and intention to leave an organisation in the hospitality

industry.

https://etd.uwc.ac.za/



/

2.5. THE RELATIONSHIP BETWEEN ORGANISATIONAL COMMITMENT

AND TURNOVER INTENTIONS

Lack of commitment to an organisation could lead to turnover which could significantly

increase organisations expenses (Bigliardi et al., 2005).

Organisational commitment has shown high similarities with turnover intentions

although its relationship with actual withdrawal behaviours has been modest (Mathieu

& Zajac, 1990). McFarlane Shore, Newton and Thornton (1990) suggest that a causal

link may exist between organisational commitment and intention to leave the

organisation. In a study conducted by Msweli- Mbanga (2004) commitment was found

to be the strongest predictor of turnover intentions in direct sales people. In a study

conducted by Mor Barak et al. (2006) a sample of 418 child welfare personnel, low

organisational commitment was the greater predictor of turnover intentions.

Amongst a sample of 60 employees at an organisation at a food producing organisation,

affective commitment, rather than normative and continuance commitment predicted

greater turnover intentions (Harris & Cameron, 2005). In a study conducted in Trinidad

and Tobago the findings similarly indicate that affective commitment is a significant

predictor for intention to leave the organisation (Addae et al., 2006).
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Several investigations have focused on the link between the various commitment types

and turnover intentions. In a longitudinal study conducted by Vandenberghe et el.

(2004), the second of the three studies found that turnover intention moderated the

relationship between affective commitment and actual turnover. Whilst conducting a

study on the antecedents of both commitment and turnover intentions of a sample of

245 professional accountants in Singapore, Aryee, Wyatt and Min (2001) found

organisational commitment to be a significant predictor of turnover intentions.

In an investigation of Allen and Meyers three component model and its relationship

with turnover intentions, Jaros (1991) found affective commitment to be the greater

predictor of intention to leave in comparison to the other subcomponents of

organisational commitment. Chen (2006) similarly conducted a study on the

commitment subcomponents for a sample of pilots based at a Taiwanese airline. The

findings revealed that normative and continuance commitment specifically correlated

significantly and negatively with intention to leave the organisation.

Parry (2008) reported a relationship between organisational commitment and intention

to leave the organisation with the nursing profession. Chang, Chi and Miao (2007) also

found that intention to leave the organisation mediated the relationship between

normative commitment and intent to leave the nursing profession. In a study conducted

on managers and technical professionals who are participating in MBA programs across

three cities in China, researchers Chiu and Francesco (2003) found a relationship
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between turnover intentions and affective commitment. Employee commitment was

significantly correlated with turnover intentions, with commitment furthermore

moderating the relationship between intentions to leave and job satisfaction (Luna-

Arocas & Camps, 2008).

100

2.6. SUMMARY OF THE CHAPTER

This chapter discussed the three constructs under investigation, namely, organisational

commitment, organisational citizenship behaviour and turnover intentions. The intent of

the chapter was to outline the concepts in terms of current literature. Organisational

commitment was defined in terms of the subconstructs or dimensions. An overview of

antecedents in terms of personal and work related experience was presented followed by

potential consequences. Similarly organisational citizenship and turnover intentions

were defined, followed by the antecedents and possible consequences.
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RESEARCH METHODOLODY

3.1. INTRODUCTION

This chapter focuses on the research methodology used in gathering the data for the

study. The discussion encompasses the research design and population and sampling

selection strategy which was utilised. The measuring instruments (namely,

Organisational Commitment Questionnaire, Organisational Citizenship Questionnaire

and Turnover Intentions Questionnaire) and their psychometric properties are discussed.

The chapter concludes with an outline of the data analysis techniques employed to test

the hypotheses.

3.2. RESEARCH DESIGN

Cross sectional studies occurs when the study is being observed at a single point that

assists in identifying signs that help predict what may happen in the future (Baker,

1999). These types of studies show a snapshot of one point in time (Cooper &

Schindler,2001).
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2003).

Non- probability sampling in the form of convenience based sampling was used in the

study. The principles of non-probability sampling suggest that the probability of

selecting any element in the sample is not known (Hair, Babin, Money & Samouel,

Furthermore, it allows data to be collected quickly and inexpensively (Terre Blanche &

Durrheim, 1999).

Self report questionnaires have been completed by respondents who participated in the

study. The disadvantages of using this type of methodology include loss of researcher

support when completing the questionnaire and response bias (Hair et aI., 2003).
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Cooper and Schindler (2001) further highlight the disadvantages of using self report

questionnaires, namely;

• the possibility of a low response rate,

• no interviewer intervention is available should candidates need to probe,

• respondent anxiety is not controlled by the administrator, and

• administrators cannot ensure that candidates complete the questionnaire in a

quiet conducive environment.

On the other hand, Cooper and Schindler (2001) suggest that the advantages of utilising

self report questionnaires are:

• that it allows administration to candidates who are generally inaccessible,
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• a larger geographic location is covered without increased costs,

• the process remains more anonymous,

• respondents have a longer period in which to ponder possible responses
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3.2.1. Population

'The target population is the complete group of objects or elements relevant to the

research project' (Hair et aI., 2003, p. 209). Howel (2004) suggests that populations can

range from relatively small to particularly large, thus samples of observations are drawn

to make inferences from.

For the current study, the population is drawn from a retail organisation situated in the

Western Cape, with several offices situated regionally. The population comprises of all

human resource professionals, employed in functional areas including, but not limited

to, human resource business partners, organisational development, employee relations,

occupational health, learning and development, resourcing and payroll. The population

consists of 285 human resource professionals.

3.2.2. Sample

A sample refers to an actual set of observations, taken as a subset of the larger

population (Howell, 2004). Coldwell and Herbst (2004) suggest that the main reasons
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for using a sample can be determined by the economy, timelines, the SIze of the

population and its inaccessibility and the need for accuracy and precision.
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According to Hair et al. (2003), convenience sampling is a selection of sample elements

that are readily available to participate in the study and provide the information

required.

Convenience sampling allows the researcher an opportunity to gather information from

a representative range of people (Baker, 1999). The author furthermore suggests that the

sample should be available to offer answers of interest to the study. The larger the

sample, the more chance it has of being representative of the population (Veal, 2005).

All human resources professionals were invited to participate in the study. In total 285

questionnaires were distributed to human resource professionals nationally.

3.2.3. Procedure

Permission to conduct the study was provided by the divisional director for people

services and the divisional human resources business partner (HRBP) for human

resources. The divisional HRBP decided that the questionnaires (which were compiled

into a booklet) should be provided to the human resources professionals during the
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weekly department meetings. Employees were encouraged to place their questionnaires

in a sealed envelope and return to the researcher.
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Within the regional offices, the divisional HRBPs emailed a copy of the questionnaire

and cover letter to disseminate to their employees. In addition, the divisional HRBPs

were briefed during a teleconference on the purpose of the study, method of data

collection and the confidential nature of the study. The divisional HRBPs shared this

information with their respective teams within the regions. Similarly, participants from

the regional offices were provided with the questionnaire and cover letter indicating that

permission was granted to conduct the research as well as highlighting the purpose of

the study and confidentiality of the information provided. Participants were encouraged

to return the questionnaires by fax to email in order to ensure anonymity, as there would

be one fax number for all regions.

All participants were given three weeks to complete the questionnaire. A follow- up e-

mail was sent to the organisations global email list for all human resources employees

as a reminder of the deadline and to encourage participation.

One hundred and thirty eight (48.42%) completed questionnaires were returned. The

study ran concurrently with an organisational culture survey being conducted in the

organisation, hence, it was anticipated that participation may be low. However, a thirty
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percent (30%) response rate IS suggested to be appropriate for research studies

(Sekeran, 2003).
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3.3. MEASURING INSTRUMENTS

The following measuring instruments were used to gather the data namely, a self

developed biographical questionnaire, the Organisational Commitment Questionnaire

(OCQ), the Organisational Citizenship Behaviour (OCB) Questionnaire and the

Turnover Intentions Questionnaire.

3.3.1. BIOGRAPHICAL QUESTIONNAIRE

All participants were requested to complete a biographical questionnaire. Categories

incorporated into the biographical questionnaire were the participant's genders, age,

race and length of employment with their current employer.

3.3.2. THE ORGANISATIONAL COMMITMENT QUESTIONNAIRE (OCQ)

Organisational commitment of the human resources professionals was assessed using

the Organisational Commitment Questionnaire.
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3.3.2.1. Nature and composition

The OCQ developed by Allen and Meyer (1990) consists of 18 items presented in the

form of a five point Likert scale ranging from, 1 being 'strongly disagree' to 7 being

'strongly agree'. The modified scale consists of 6 items which produces scores for the

three subscales, namely, affective, normative and continuance commitment. According

to Feather and Rauter (2004), scores on this tool can range from eight to fifty six, with

greater scores implying higher levels of organisational commitment.

3.3.2.2. Reliability of the Organisational Commitment Questionnaire

Reliability refers to the stability of a measuring instrument (Fielding & Gilbert, 2006).

The stronger the relationship between the multiple items in a particular scale, the higher

the reliability will be for the scale (Hair et aI., 2003). The authors suggest that for a

scale to be reliable, the question must be answered by respondents consistently. Internal

consistency refers to 'the overall degree of relatedness of all items in a test or all raters

in a judgement study' (Rosnow & Rosenthal, 2005, p. 141).

In an investigation of Meyer and Allen's (1990) three component model, a confirmatory

factor analysis found that the correlations across the various sub constructs were similar

to results obtained by Meyer and Allen (1990), in that, affective and normative were
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positively correlates and continuance and normative commitment were positively

related (Irving, Coleman & Cooper, 1997).

Based on a study conducted amongst three hundred and eighty five Hong Kong

employees across two samples, results of the self-administered questionnaire suggest

that the reliability of the three subcomponents are acceptably high as they were all

found to be above 0.6 (Siu, 2003). DeNicolis Bragger et al. (2005) utilised the self

report questionnaire on a sample of teachers employed at an elementary, middle, and

high schools in Northern New Jersey and the New York Metropolitan area. The authors,

after conducting an exploratory factor analysis, found that the organisational

commitment scale loaded on the three commitment sub components provide support for

the internal consistency which was found to be 0.83.

In a sample of 102 chartered accountants, the internal reliability for the tool was

established to be .80, while the subscales affective and normative commitment,

produced scores of .83 and .70 respectively (Maharaj, 2006). The author posits that the

reliability for the sub components and the total scale is suitable. Vandenberghe and

Tremblay (2008) similarly found reliability ranges of 0.87 and 0.84 for affective

commitment, 0.89 and 0.91 for normative commitment and, 0.83 and 0.84 for

continuance commitment for the two samples that were assessed.
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In a study conducted by lun and Huang (2007), the authors utilised only the eight item

affective commitment sub component to evaluate the impact of organisational

commitment on older employees and found a coefficient alpha ofO.77 for the sub scale.
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3.3.2.3. Validity of the Organisational Commitment Questionnaire

Validity refers to the accuracy with which the instrument measures a particular concept

(Terre Blanche & Durrheim, 1999). In a study conducted by Karrasch (2003) with a

sample of army captains, the researcher established that the instrument had substantial

face validity.

In a study evaluating the construct validity of the Organisational Commitment

Questionnaire, Allen and Meyer (1996) the authors reviewed relevant literature for forty

samples. In their empirical study the researchers found strong support for the construct

validity of the scale. In a later study conducted in the financial services industry, the

construct validity of the Organisational Commitment Questionnaire was also found to

be acceptable (Bosman, Buitendach & Laba, 2005).

In a study focusing on the measurement of the commitment subconstructs of normative,

affective and continuance commitment, Allen and Meyer (1990) found evidence of

convergent validity between the full commitment construct and affective commitment

and discriminant validity in investigating the relationship between continuance
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3.3.3 THE ORGANISATIONAL

QUESTIONNAIRE (OCB)

CITIZENSHIP BEHAVIOUR

commitment and the full scale. Similar findings were reached in a later study by Chen

and Francesco (2003) who found affective and normative commitment to be distinct

constructs. The researchers suggest that the instrument show sufficient evidence for

discriminant validity. Results from an investigation into the validity of the Allen and

Meyer's (1990) three component model with a sample of 226 employees in China,

found evidence for discriminant validity of the commitment scale (Cheng & Stockdale,

2003).

The citizenship behaviour of the human resources professionals was assessed using the

Organisational Citizenship Behaviour Questionnaire.

3.3.3.1 Nature and composition

The OCB scale developed by Podsakoff and MacKenzie (1994) consists of 24 items

presented in a five point scale ranging from 1 being 'strongly disagree' to 5 being

'strongly agree'. The instrument delineates five dimensions of the construct, namely,

Altruism, Conscientiousness, Civic virtue, Sportsmanship and Courtesy.
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Altruism is displayed by an individual's tendency to assist others with their tasks and

duties (Organ, 1998 cited in Deluga, 1994). Conscientiousness exists when an

individual performs more tasks that what they are required to (Organ, 1998 cited in

Deluga, 1994), whilst civic virtue exists when an employee exhibits behaviours that are

aligned with engagement in the political aspects of the organisation (Graham, 1986

cited in Deluga, 1994). Sportsmanship is defined as an individual's tolerance toward

obstacles and irritations that may occur in the workplace and courtesy aims to eliminate

all obstacles to the achievement of individual, team and organisational goals (Organ,

1998 cited in Deluga, 1994).
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3.3.3.2. Reliability of the Organisational Citizenship Behaviour Questionnaire

According to Van Yperen, van den Berg and Willering (1999), Cronbach alphas for the

scale ranged between 0.91 and .76. Furthermore, Cronbach alpha scores between .78 to

.92 were established by Deluga (1994). The Cronbach alpha's established by Maharaj

(2006) were .72 for the total scale and .73 for sportsmanship. Engelbretch and

Chamberlain (2005) established alpha scores for the total scale (0.78), and the

respective subscales, conscientious (0.66), sportsmanship (0.49), civic virtue (0.61),

courtesy (0.59) and altruism (0.66).
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3.3.3.3. Validity of the Organisational Citizenship Behaviour Questionnaire

A study conducted at a South African based accountancy organisation, comprising of a

sample of trainees and qualified chartered accountants completed a self report version

of the OCB questionnaire (Maharaj & Schlechter, 2007). The findings were consistent

for the full scale as well as the sub scales. The researchers posit that this finding lend to

the construct validity of the Organisational Citizenship Behaviour Questionnaire.
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3.3.4 THE TURNOVER INTENTIONS QUESTIONNAIRE

The intention that a human resources professional has to leave the organisation was

assessed using the Turnover Intentions Questionnaire.

3.3.4.1 Nature and composition

Most instruments analysing turnover intention consists of only a small number of items

(Jacobs, 2005). The Turnover Intentions Questionnaire developed by Roodt (2004)

consists of 14 items presented on a seven point scale consisting of extreme poles

ranging from 1- 'never' to 7- 'always'. The instrument measures intentions to quit in

terms oflevels of intensity (Jacobs & Roodt, 2008).
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3.3.4.2. Reliability of the Turnover Intentions Questionnaire

Jacobs (2005) delineate that no reliability and construct validity scores are available for

the Turnover Intentions Questionnaire. The researcher conducted a study regarding the

development of a predictive model of turnover intentions for a sample of 500 nursing

employees and found a Cronbach alpha score of 0.913 for the scale (Jacobs & Roodt,

2008). Jacobs (2005) furthermore found that a high degree of homogeneity existed

between the items in the questionnaire.

3.3.4.3. Validity of the Turnover Intentions Questionnaire

Jacobs (2005) posits that the Turnover Intentions Questionnaire has construct validity.

Construct validity of an instrument, refers to 'what the construct is measuring' (Hair et

al., 2003). Construct validity can be determined by evaluating the instrument's

convergent validity. Convergent validity of an instrument refers to the extent to which

multiple items on an instrument are correlated (de Vaus, 2002).

Jacobs (2005) conducted first and second level factor analysis and found that two

factors and one factor emerged respectively. The researcher posits that the emergence of

one factor constituting 85% of the variance is significantly high factor loading

indicating the existence of a single construct, namely, Turnover Intentions

Questionnaire. Thus the researcher posits that the instrument has construct validity.
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3.4. RATIONALE FOR USING THESE QUESTIONNAIRES

The rationale for utilising the OQC lies within the instruments reliability and validity, as

Meyer and Allen (1990) found the instrument to be both reliable and valid. Similarly,

both the OCB and Turnover Intentions questionnaires have been shown to be reliable

and valid. Furthermore, 'the motivation for using this questionnaire is that most

instruments in the literature measure turnover intentions on only a small number of

items' (Jacobs, 2005, p. 135).

114

3.5. STATISTICAL TECHNIQUES

Statistical techniques which have been utilised in the analysis of the data include both

descriptive and inferential statistics. The Statistical Package for the Social Sciences

(SPSS version 17) has been used for analysis purposes.

3.5.1. DESCRIPTIVE STATISTICS

Descriptive statistics forms the purpose of describing a set of data which has been

received from the study (Howell, 2004). According to Pretorius (1995), descriptive

statistics are focused on the organisation and summarising data.
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Frequencies and percentages, means and standard deviations have been computed in

order to analyse the data.

3.5.1.1. Frequencies

Frequency distributions refer to a table of numbers that displays the responses

associated with each value of a variable (Hair et al., 2003). The overall pattern of data

can be depicted in frequency distributions (Rosnow & Rosenthal, 2005). The

researchers report that a frequency distribution depicts each score that appears in a set

of data.

Frequency tables were utilised in this study in order to graphically present the

demographic variables of the sample. Scores for gender, tenure, age and race

distribution were presented in the current study.

3.5.1.2. Mean
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The mean is the sum of scores in a distribution divided by the number of cases, also

commonly known as the average (Howell, 2004; Veal, 2005). The mean score of a data

set is not sensitive to the addition or deletion of data values, thus it is know as a robust

measure of central tendency (Hair et al., 2003).

https://etd.uwc.ac.za/



Means were calculated in this study to illustrate the distribution of scores for the OC

and OCB questionnaires amongst the sample of human resource professionals.
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3.5.1.3. Standard deviations

The standard deviations are widely used as an indicator of the datas' spread around the

mean (Rosnow & Rosenthal, 2005). In other words, the standard deviation refers to the

deviation of each score from the mean scores indicated in the data set (Pretorius, 1995).

Cramer (1994) posits that the standard deviation of a study refers to the 'square root its

variance.'

The current study utilised the standard deviation in order to provide an overview of the

dimensions of organisational commitment and organisational citizenship behaviour.

3.5.1.4. Percentages

Coldwell and Hearbst (2004) suggest that percentages serve two purposes In data

presentation, namely;

• it simplifies analysis by reducing all numbers to a range between 0 and

100;and

• data is provided in a standard form having the base of 100.
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Percentages were calculated in order to simplify the sample profile in terms of the

biographical constitution.

3.5.2. INFERENTIAL STATISTICS

Inferential statistics make inferences about the population based on the data that has

been collected (Pretorius, 1995). For the purpose of this study, the inferential statistics

that have been utilised are Pearson's Product Moment Correlations.

3.5.2.1. Pearson Product Moment Correlation

The Pearson's Product Moment Correlation determines the strength and direction of a

linear relationship between two interval - scale variables (Baker, 1999). Hair et al.

(2003) indicates that correlations range between -1.00 and +1.00, with zero indicating

no association between the two variables, with larger correlation coefficients suggesting

a stronger association between those variables.

The Pearson's Product Moment Correlation coefficient was computed to determine the

relationship between organisational citizenship behaviour, organisational commitment

and turnover intentions. It was also administered to calculate the relationship between

organisational commitment and biographical variables (gender, race, tenure and age) as
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well as the relationship between organisational citizenship and biographical variables

(gender, race, tenure and age).
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3.6. SUMMARY OF THE CHAPTER

This chapter provided an outline of the research methodology used in the study. The

research design, population and sampling selection strategies were discussed. The

measuring instruments (namely, the Organisational Commitment Questionnaire,

Organisational Citizenship Questionnaire and Turnover Intentions Questionnaire) and

their psychometric properties were discussed. The chapter concluded with an overview

of the data analysis techniques employed to test the hypotheses.

The following chapter reports on the results of the study.
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CHAPTER4
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PRESENTATION OF RESULTS

4.1 INTRODUCTION

This chapter presents the results of the research study based on the empirical analysis of

the data solicited from the research respondents. The presentation proceeds with an

analysis of the descriptive statistics on the variables under consideration. To facilitate

ease in conducting the empirical analyses, the results of the descriptive analyses are

presented first, followed by the inferential statistical analysis.

The statistical programme used for the analyses and presentation of data in this research

is the Statistical Package for the Social Sciences (SPSS) version 17. The descriptive

statistics utilized are based on frequency tables and graphical illustrations to provide

information on key demographic variables in this study. This was achieved through

summary statistics, which includes the means, standard deviations, minimum and

maximum values which were computed for each of the variables in the study.

This is followed by presentation of the inferential statistics based on examination of

each hypothesis formulated for the research. The upper level of statistical significance

for null hypothesis testing was set at 5%. All statistical test results were computed at the
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2-tailed level of significance In accordance with the non-directional hypotheses

presented (Sekaran, 2003).

4.2 DESCRIPTIVE STATISTICS

This section outlines the descriptive statistics calculated as obtained by the variables

included in the biographical questionnaire. The demographic variables that receive

attention are:

• Gender,

• Age,

• Tenure, and

• Race.

Descriptive statistics in the form of frequencies and percentages are subsequently

graphically presented for each of the above-mentioned variables.
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In terms of Figure 4.1, the majority of the respondents (n=96) or 70% were female, while

4.3 BIOGRAPHICAL CHARACTERISTICS

The respondents' gender is depicted in Figure 4.1.

Figure 4.1: Gender of respondents
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males represented 30% of the respondents (n=42).
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The subjects' responses with regard to their ages are presented graphically in Figure 4.2.

Figure 4.2 shows that the majority of respondents in the sample, (37.6%, n=52), are

between the ages of 31-39 years old. This category is followed by the age group 40+

years, into which 26.8% (n=37) of the respondents fall. While a further 24.6% (n=34),

were in the age group 26-30, only eleven (11) percent of the respondents were in the

Figure 4.2: Age of respondents
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Figure 4.3: Tenure
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With respect to tenure, Figure 4.3 indicates that the majority of the respondents (n=56) or

41% of the sample worked for between 2-5 years. A further 39% (n=54) worked at the

organisation for more than 5 years. Sixteen (16), that is 12% employees had worked in the

organisation for between 1-2 years and only twelve (12), that is 8% had worked in the

organisation for less than a year.
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Figure 4.4: Race
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In terms of Figure 4.4, it can be seen that the majority of the respondents are Coloured

(n=80), representing 58% of the sample. This was followed by White respondents

comprising a further 24% of the sample (n=33) and African respondents comprising 8%

(n= 11). Indians represented the lowest proportion of respondents, constituting 4% (n=6)

of the sample and the remaining 6% (n=8) was comprised of respondents categorised as

other.
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4.4. DESCRIPTIVE STATISTICS

4.4.2 RESUL TS OF THE ORGANISATIONAL COMMITMENT

The descriptive statistics calculated for the sample are provided in the sections that

follow. That is, the data pertaining to the variables included in the study, as collected

by the four measuring instruments employed, are summarised by means of graphic

representation and the calculation of descriptive measures. In this manner, the

properties of the observed data clearly emerge and an overall picture thereof is obtained.

4.4.1 MEASURES OF CENTRAL TENDENCY AND DISPERSION

This section outlines the descriptive statistics calculated on the basis of the variables

included in the questionnaire. The measures of central tendency and dispersion for the

dimensions of motivation and job satisfaction are shown in Table 4.1.

QUESTIONNAIRE

Table 4.1 depicts the descriptive statistics for the organisational commitment of the

sample of 138 employees.

125
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Table 4.1 Descriptive statistics for the dimensions of organisational commitment

of items

Number N Mean SD Skewness Kurtosis Min Max

5 138 19.14 4.32 -.23 -.17 1

5 138 18.98 3.19 -.24 -.28 1

5 138 17.32 4.02 -.64.29 1

15 138 50.38 6.34 -.28 -.37 15

Table 4.1. depicts the results for the dimensions of organisational commitment as well

as total organisational commitment as determined by the OCQ. The results in Table 4.1

indicate that the mean and standard deviation for the organisational commitment of the

sample are 50.38 and 6.34, respectively.

Since a mean score of approximately 60 is indicative of an average level of

organisational commitment, it may be concluded that the sample of employees reported

below average levels of organisational commitment.
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Given that the respondents' levels of organisational commitment were lower than what

constitutes an average level, it can be concluded that respondents display below average

belief in the organisation's goals and values (Mean = 19.14, sd = 4.32), express below

average willingness to exert considerable effort on behalf of the organisation (Mean =

18.98, sd = 3.19), and have a below average desire to maintain membership of the

organisation (Mean = 17.32, sd = 4.02).

TABLE 4.2 DESCRIPTIVE STATISTICS FOR THE DIMENSIONS OF

ORGANISATIONAL CITIZENSHIP BEHAVIOUR

127

VARIABLE CASES (N) MEAN STANDARD

DEVIATION

Courtesy 138 12.9 3.4

Conscientiousness 138 8.4 5.9

Civic Virtue 138 19.4 3.1

Sportsmanship 138 12.3 2.4

Altruism 138 13.2 2.3

Organisational Citizenship 138 14.8 2.6

Behaviour

https://etd.uwc.ac.za/



4.5 INFERENTIAL STATISTICS

Table 4.2 provides the descriptive statistics for the dimensions of organisational

citizenship behaviour. The highest mean value was for Civic Virtue (Mean = 19.4, sd =

3.1), while the lowest mean value was for conscientiousness (Mean = 8.4, sd = 5.9).

Inferential statistics in the form of Pearson's product moment correlation coefficient

was computed to determine the relationship between organisational citizenship

behaviour, organisational commitment and turnover intentions.

Table 4.3: Pearson correlation between OCB, Organisational Commitment and

Turnover intentions

128

OCB

prgan~tionalConmntmen .013*

Ifurnover intentions -.49**

* p < 0.05

** p<O.Ol

The results in Table 4.3 indicate that there is a statistically significant, direct and

positive relationship between aCB and organisational commitment (r = .013, p < 0.05)

https://etd.uwc.ac.za/



and between aCB and turnover intentions (r = -.49, P < 0.01). This signifies that, with

respect to aCB, the higher the organisational commitment, the higher is the aCB

displayed. Similarly, the lower the aCB, the higher the turnover intentions is likely to

be. Hence the null hypothesis is rejected.

Table 4.4 Pearson correlation between OCB and organisational commitment

OCB

Fearson Fig (2-taile<l I

~ectiveconumdhnent 0.42 0.023*

Normative conumdtmen1 0.46 0.028**

~ontinuanceconumdtnH lt 0.57 0.008**

trotal commitment 0.49 0.013*
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* p < 0.05

** p<O.OI

Table 4.4 indicates the relationship between aCB and the dimensions of organisational

commitment.

The results indicate that there is a moderate relationship between affective commitment

and aCB amongst the sample of employees (p = 0.42, P < 0.05). There was also a
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significant relationship between normative commitment and OCB (r = 0.46, P < 0.01).

Moreover, there was a significant relationship between continuance commitment and

OCB (r = 0.57, P < 0.01). Similarly, there was a significant relationship between total

organisational commitment and OCB (r = 0.49, P < 0.05). Bence, the null hypothesis

is rejected.

Table 4.5 Pearson correlation between oe and biographical variables

oe

.73**

.32*

.40**

-.54**

130

* p < 0.05

** p < 0.01

Table 4.5 indicates the relationship between the respondents' biographical

characteristics and oe. The results indicate that the strongest relationship exists

between gender and OC (r = 0.73, P < 0.01). There was also a significant, inverse

relationship between the age of respondents and OC (r = -0.54, P < 0.01). Respondents'

tenure (r = .40) was also shown to be statically significantly related to OC (p < 0.01).
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There was also a statistically significant relationship between the race of respondents

and OC (r = .32, P < 0.05). Hence, the nuU hypothesis is rejected.

.17

Table 4.6 Pearson correlation between OCB and biographical variables

OCB

.54**

.35*

.34*

* p < 0.05

** p<O.Ol
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Table 4.6 indicates the relationship between the respondents' biographical

characteristics and OCB. The results indicate that the strongest relationship exists

between gender and OCB (r = 0.54, P < 0.01). There was also a significant relationship

between tenure and aCB (r =0.35, p < 0.05) and between age and aCB (r = 0.34, P <

0.05).

There was no significant correlation between aCB and race (r = .17, P > 0.05). Hence,

the null hypothesis is rejected.
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4.6 RELIABILITY ANALYSIS

Cronbach's Alpha is viewed as an index of reliability associated with the variation

accounted for by the true score of the underlying construct (Cronbach, 2004). It is

argued that Alpha coefficients range in value from 0 to 1 and may be used to describe

the reliability of factors extracted from dichotomous and or multi-point formatted

questionnaires or scales. However, there is no lower limit to the coefficient, however,

the closer Cronbach' s coefficient alpha is to 1, the greater the internal consistency of the

items of the scale (Cronbach, 2004).

132

TABLE 4.7 Cronbach's Coefficient Alpha for the OCB, OC and Turnover

Intentions Questionnaires

Reliability Coefficient

No. of cases Alpha

OCB 138 0.91

OC 138 0.84

Turnover Intentions 138 0.79

The scores obtained for the ac questionnaire, the aCB questionnaire and the Turnover

Intentions questionnaire, which were administered can be regarded as satisfactory in

terms of the reliability of the instrument. George and Mallery (2003) argue that
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coefficients above 0.8 can be considered to be good indicators of the reliability of an

instrument. Hence with the current study, this was exceeded, indicating a high degree or

reliability.

4.7 Summary of the chapter

This chapter has provided an overview of the most salient findings obtained based on

empirical analysis of the data. Chapter five presents a discussion of the findings

obtained and contextualises the research findings based on previous research on aCB,

ac and turnover intentions.
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5.1. DESCRIPTIVE STATISTICS FOR THE DIMENSIONS OF

CHAPTERS

DISCUSSION

5 INTRODUCTION

This chapter outlines the descriptive statistics applicable to the main constructs under

investigation (namely, Organisational Commitment, Organisational Citizenship

Behaviour and Turnover Intentions). Each hypothesis involves discussions relating to

the findings and makes comparisons to other research conducted. The chapter concludes

with an overview of limitations, recommendations and conclusions.

ORGANISATIONAL COMMITMENT

The results in Table 4.1 indicate that the mean and standard deviation for the

organisational commitment of the sample are 50.38 and 6.34, respectively. Since a

mean score of approximately 60 is indicative of an average level of organisational

commitment, it may be concluded that the sample of employees reported below average

levels of organisational commitment.
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5.1.1 Affective Commitment

In terms of affective commitment the results of the study reflects a mean score of 19.14

with a standard deviation of 4.23. Hence, it is evident that the employees experience

below average levels of affective commitment.

5.1.2 Normative Commitment

With regards to normative commitment, the results of the current study indicate a mean

score of 18.98 with a standard deviation of3.19. Therefore, it can be concluded that the

employees experience below average levels of normative commitment.

5.1.3. Continuance Commitment

With reference to continuance commitment, the study yielded a mean score of 17.32

with a standard deviation of 4.02. Hence, it can be concluded that employees experience

below average levels of continuance commitment.
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5.3 DESCRIPTIVE STATISTICS FOR THE DIMENSIONS OF

ORGANISATIONAL CITIZENSHIP BEHAVIOUR

The results in Table 4.2 indicate that the mean and standard deviation for the

organisational citizenship behaviour of the sample are 14.8 and 2.6, respectively.

5.2.1 Courtesy

In terms of courtesy the results of the study reflects a mean score of 12.09 with a

standard deviation of 3.4. Hence, it is evident that the employees experience below

average levels of courtesy.

5.2.2 Conscientiousness

For the dimension of conscientiousness the results of the study reflects a mean score of

8.4 with a standard deviation of 5.9. Hence, it is evident that the employees experience

below average levels of conscientiousness.
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5.2.3 Civic Virtue

In respect of civic virtue the results of the study reflects a mean score of 19.4 with a

standard deviation of 3.1. Whilst civic virtue had the highest mean score, it is evident

that the employees experience below average levels of civic virtue.

5.2.4 Sportsmanship

137

The dimension of sportsmanship reflects a mean score of 12.3 with a standard deviation

of 2.4 in the current study. Hence, it is evident that the employees experience below

average levels of sportsmanship.

5.2.5 Altruism

In terms of altruism the results of the study reflects a mean score of 13.2 with a standard

deviation of 2.3. Hence, it is evident that the employees experience below average

levels of altruism.
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5.3. INFERENTIAL STATISTICS

5.3.1 Hypothesis 1

There is a significant relationship between organisational commitment,

organisational citizenship behaviour and turnover intentions.

The results in Table 4.3 indicate that there is a statistically significant, direct and

positive relationship between aCB and organisational commitment (r = .013, P < 0.05)

and between aCB and turnover intentions (r = -.49, P < 0.01). This signifies that, with

respect to aCB, the higher the organisational commitment, the higher is the aCB

displayed. Similarly, the lower the aCB, the higher the turnover intentions is likely to

commitment, organisational citizenship behaviour and turnover intentions.

be. Hence, the null hypothesis is rejected.

There is a paucity of studies which investigates the relationship between organisational

Henkin and Marchiori (2004) found affective commitment to be related to lower

intentions to quit and in turn greater propensity to display organisational citizenship

behaviour. Kahumuza and Schlechter (2008) found in their study amongst banking

personnel that the relationship which exists between affective commitment and

citizenship behaviour had a negative impact on the intention to quit. In contrast, Ladebo
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(2006) studied the link between affective commitment, organisational citizenship

behaviour and turnover intention for a sample of 218 agricultural employees and found

that these variables were impacted independently by perceived organisational support,

with no significant relationship being reported between these variables.

Findings from previous studies based on the relationship between organisational

commitment, citizenship behaviour and turnover intentions are presented next.

5.3.1.1 The relationship between organisational commitment and organisational

citizenship behaviour

Employee attachment to the organisation may be significant to the extent that the

employee starts to willingly assist colleagues with their tasks because this is assumed to

contribute to the organisational goals (Bolon, 1997). According to Shore, Barksdale and

Shore (cited in Mester, Visser, Roodt & Kellerman, 2003), the performance of

organisational citizenship behaviour may serve as an indication to managers observing

this behaviour, of employee commitment to the organisation. In contrast, Joubert,

Crafford and Schepers (2004) are of the opinion that commitment to the organisation

does not mean that the individual will necessarily demonstrate citizenship behaviour.

Highly committed teachers were found to be more willing to exhibit organisational

citizenship behaviours than those who were deficient in it (Chughtai & Zafar, 2006).
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Managers should thus encourage organisational commitment in order to create an

environment in which employees embrace extra role behaviour (Lavelle, Rupp &

Brockner, 2007).

Other studies focusing on organisational citizenship and commitment suggest that

commitment might play a moderating role rather than predict citizenship behaviour

directly. In a study exploring the relationship between three variables, namely, job

satisfaction, procedural justice perceptions and organisational commitment, however,

organisational commitment was shown to be the strongest predictor of OCB (Schappe,

1998). In reviewing the relationship between commitment, leader member exchange

and OCB amongst a sample of 100 white collar employees, commitment acted as a

mediator of the relationship between these variables (Tierney, Bauer & Potter, 2002).

The researchers found that organisational commitment did in fact playa mediating role

in the relationship between leader member exchange and OCB. In another assessment

of moderators, OCB and commitment was positively correlated for the sample of

permanent teachers, whilst the correlation was not significant for contract teachers

(Feather & Rauter, 2004). The researchers state that the relationship between these

variables is mediated by job status of these teachers.

140

The lack of consensus amongst researchers may be owing to the impact that extraneous

variables may have on the relationship between organisational commitment and

citizenship behaviour. Morrison (1994) posits that job breadth and job satisfaction may
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be regarded as confounding variables in the relationship between commitment and

organisational citizenship behaviour. In other words, the researcher suggests that an

employee who is satisfied with their job and has an expanded job portfolio may be more

likely to express commitment to the organisation and display greater citizenship

behaviours. In an explorative study of citizenship behaviours within the non Western

society of Omani, employees suggested that their commitment to the organisation was

based on evaluating the cost of alternative employment. This finding may be due to the

lack or alternative employment opportunities (Kuehn & Al- Busaidi, 2002).

141

5.3.1.2 The relationship between organisational commitment and turnover

intentions

A number of studies have been conducted that indicate the existence of a significant

relationship between organisational commitment and intention to leave the organisation.

Studies have revealed contrasting results.

Several researchers find interdependence between the constructs of job satisfaction,

organisational commitment and the intention to quit the organisation (Sutherland &

Jordaan, 2004). In a study conducted in New Zealand, job satisfaction predicts greater

levels of organisational commitment which supports the development of tendencies to

quit the organisation (Morrison, 2004). Popoola (2005) furthermore purport that

intention to quit appears to have an indirect relationship with organisational
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commitment. The researcher suggests that records management employees' tendency to

be committed or not depends on the impact that job satisfaction and intention to quit

may have on them. The researcher further suggests that management who fosters the

relationship between job satisfaction and commitment would retain employees and give

effect to greater levels of efficiency and effectiveness. Furthermore, it was argued that

these employees whilst expressing only continuance commitment, it still appeared that

they were unlikely to leave the organisation (Kuehn & Al- Busaidi, 2002).

In conducting a meta- analysis of antecedents, correlates and consequences of

organisational commitment, Mathieu and Zajac (1990) found a correlation between

commitment and turnover related intentions, which comprised intention to search for

alternative employment and intention to leave their job. In contrast however, the

relationship between organisational commitment and turnover intentions has been

regarded as insignificant due to several possible factors including career and skills

development or lack thereof accounts for the variance in these studies (Armstrong &

Murlis in Sutherland & Jordaan, 2004).

A study conducted by Buchko, Weinzimmer and Sergeyav (1998) found that the

relationship between organisational commitment and turnover intention was both

negative and significant. Chughtai and Zafar (2006) suggested that this finding is due to

the fact that employees with high levels of committed employees have a significant

desire to remain with the organisation.
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Turton (2001) conducted a qualitative study utilising focus groups and found that

employee's continuance commitment will lead to the employees' tendency to leave the

organisation because they have alternatives whilst other focus groups suggest that

employees remain due to being in a comfort zone or stable organisation. Two of the

other focus groups suggest that normatively committed employees will remain for

several years as 'it is the right thing to do.' Stallworth (2004) found affective

commitment to be the greatest predictor of organisational commitment within a public

accounting organisation. A sample of 46 organisations located in Turkey, revealed

results of affective commitment's greater relationship with turnover intentions whilst a

weaker relationship exists between normative commitment (Wasti, 2003). Higher

normative commitment was found to reduce intention to leave (Muthuveloo & Rose,

2002).

Lee and Lui (2006) assessed the intention to leave the organisation with three questions,

firstly, how frequently the employee thinks about leaving their current employer;

secondly, how likely is it that the employee will search for a job at a different

organisation and thirdly, how likely is it that an individual will actually leave the

organisation within the next year? The researchers found a significant relationship

between organisational commitment and intention to leave the organisation. This result

was also found in a sample of distributors in direct selling organisations (Msweli-

Mbanga, 2004), nursing employees (Liou, 2009) and Malaysian engineers (Muthuveloo

& Rose, 2002).
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Several researchers found that evidence for interactive or moderator effects assist in the

linking of organisational commitment and turnover intentions. Job satisfaction was

included in a model testing the relationship between organisational commitment and

turnover intentions (Morrison, 2004). The researcher found that job satisfaction led to

organisational commitment, which, in tum impacted on turnover intention. Jahangir et

al. (2006) also achieved these results in a study conducted in Bangladesh, where job

satisfaction was found to be a greater predictor of turnover intentions than

organisational commitment (Jahangir et al. 2006). Addea et al. (2006) similarly found

job satisfaction to be a mediator of the relationship between turnover intention and

organisational commitment for a sample of employees within Trinidad and Tobago.

Kim, Leong and Lee (2005) similarly found job satisfaction to confound the

relationship between organisational commitment and turnover intentions for employees

within the hospitality industry. When other moderators such as job status of employees

were included Alexandrov, Babakus and Yavas (2007) found that part time employees

showed greater intention to leave the organisation. Employment status thus has a

significant impact on the relationship between commitment and intention to quit.
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Martin and Roodt (2008) conducted an analysis of the relationship between

organisational commitment, job satisfaction and turnover intentions, and found that a

combination of both job satisfaction and organisational commitment predicted turnover

intentions amongst academic staff in a South African tertiary institution. The
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researchers suggest that both commitment and job satisfaction will need to be

considered when attempting to prevent intention to quit the organisation.

In contrast, Popoola (2005) found an interaction effect of job satisfaction and turnover

intention on organisational commitment of records management personnel in Nigeria.

Additional variables have also been identified as having an impact on the relationship

between turnover intentions and organisational commitment. Addae et al. (2006) for

example, found that perceived organisational support produced greater levels of

affective commitment and in tum led to lowered intention to leave. The researcher

purport that employees who have an emotional attachment to the organisation and

believe that there was breach in the psychological contract, are more likely to leave the

organisation than those who are not affectively committed to the organisation

5.3.1.3 The relationship between organisational citizenship behaviour and

turnover intentions

Bellou (2008) resolved that after organisational mergers and acquisitions took place,

employees who view a breach in the psychological contract may be more likely to leave

the organisation and display lower levels of civic virtue. The researcher suggests that

those with lower levels' of organisational commitment and organisational citizenship,

particularly civic virtue may have greater intentions to quit the organisation.
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A negative and significant correlation was found between aCB helping behaviors and

intention to leave and a positive relationship was found between affective commitment

and turnover intentions (Paré & Tremblay, 2007).
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In a study examining the relationship between turnover intentions and citizenship

behaviour amongst 557 employees across 63 hotels in Malaysia, the dimensions of

citizenship behaviour, namely, helping behaviour, conscientiousness, civic virtue and

patience was negatively related to intention to leave. The researcher, who found the

additional aCB variable called patience, indicated that the relationship between the

variables of aCB and turnover intentions may be owing to the cognitive consistency

theory, which suggests that employees feeling tension from waiting to depart from the

organisation would ease this tension by displaying extra role behaviours (Khalid et al.,

2009).

Chen and Wei (n.d.) on the other hand suggest that the inverse relationship which they

found between citizenship behaviour and turnover intentions for their sample of human

resource staff in a high technology organisation, may be attributed to the employees

anticipated losses in terms of relationships built and other rewards such as career

advancement. These findings were also found in a study conducted within a unionized

environment (Aryee & Chay, 2001, cited in Mossholder, Settoon & Henagan, 2005).
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Findings from a study conducted across Il companies in China suggests that employees

who expressed lower levels of citizenship behaviour where more included to leave the

organisation (Chen, Hui & Sego, 1998). Paré, Tremblay and Lalonde (2001) posits that

the finding, as indicated in their study amongst IT professional, suggests that

recognition or good performance would moderate the relationship between the

employees' intention to leave and their likelihood of displaying organisational

citizenship behaviour.

Coyne and Ong (2007) examined the relationship between organisational citizenship

and turnover intentions for employees in Malaysia, Germany and England and found

that the sportsmanship remained a strong predictor of turnover intentions regardless of

the respondents' cultural background. This study thus suggests that the finding of the

study may be applicable across cultures. According to Coyne and Ong (2007) a factor

which may impact on the relationship between turnover intentions and organisational

citizenship behaviour is the 'rater.' Khalid et al.(2009) for example found that self

rating within their sample linked turnover intentions with decreased levels of

sportsmanship, altruism, courtesy, civic virtue and conscientiousness, while managerial

ratings only indicated a link between turnover intentions and helping behaviour,

sportsmanship and civic virtue.
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5.4. Hypothesis 2
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The dimensions of organisational commitment (normative, affective and

continuance commitment) is positively related to organisational citizenship

behaviour.

The results of the current study (cf Table 4.3) indicate that there is a moderate

relationship between affective commitment and aCB amongst the sample of employees

(p = 0.42, P < 0.05). There was also a significant relationship between normative

commitment and aCB (r = 0.46, p < 0.05). Moreover, there was a significant

relationship between continuance commitment and aCB (r = 0.57, P < 0.01). Similarly,

there was a significant relationship between total organisational commitment and aCB

(r = 0.49, P < 0.05). Hence, the null hypothesis is rejected.

In review of the literature, Henkin and Marchiori (2004) assert that affective

commitment results in intent to remain with the organisation and increased levels of

organisational citizenship behaviour.

In a Nepalese sample, Gautam et al. (2004) posit that affective and normative

commitment are significantly associated with citizenship behaviours, whereas

continuance commitment was unrelated to compliance. The researcher posit that

normatively committed employees display altruism and compliance as they feel
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obligated or want to show their gratitude to the leaders and colleagues; whilst

employees reflecting continuance commitment does the bare minimum as they are faced

with a lack of alternatives. However, 'affective commitment thus predisposes

individuals to adopt a fairly broad range of discretionary or intentional behaviours'

(Pare & Tremblay, 2007, p. 347). Gellatly et al. (2006) similarly suggest that those with

strong affective and normative commitment were most likely to display citizenship

behaviours. The researchers are however of the opinion that the exception lies with

those who have continuance committed to the organisation in that they will most likely

not feel the need to conduct extra role behaviours.
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For lawyers employed in the private sector, Freund and Carmeli (2004) found that

affective commitment showed a significant relationship with citizenship behaviour, the

researchers conclude that high levels of commitment leads to higher OCB. In a meta-

analytic review of studies conducted between 1983 and 1994, Organ and Ryan (1995)

found that affective commitment rather than continuance commitment showed to have a

positive correlation with compliance and altruism. Freund and Carmeli (2004) suggest

this finding is due to employees' preference to conduct non mandated behaviours rather

than performing the various activities in anticipation of monetary reward.

In an exploratory study on the relationship between job satisfaction; commitment, job

characteristics and citizenship behaviour within the non Western context, the researcher

found a relationship between normative commitment and organisational citizenship
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behaviour (Kuehn & AI- Busaidi, 2002). Mester et al. (2003) studied the relationship

between leadership style and organisational commitment, job satisfaction, job

involvement and organisational citizenship behaviour for a sample of 52 leaders and

276 raters employed at an engineering company. A mean correlation of .34 for the

relationship between organisational citizenship behaviour and normative commitment

was obtained. Thus the employee who feels obliged to remain with the organisation

may similarly feel obliged to display citizenship behaviours (Meyer & Allen in Meyer

& Allen, 1997).
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Chen and Francesco (2003) found a relationship between affective commitment and

organisational citizenship behaviour. Henkin and Marchiori (2004) similarly found a

positive relationship between normatively committed employees and extra role

behaviours from self report information. In addition, Kim (2006) found that affective

commitment was positively associated with altruism whilst general compliance was not

related to affective commitment for the sample of public service employees. Yoa and

Wang (2008) suggest that employees who identify with the organisation's values show

greater levels of normative commitment which in tum predicted lower turnover

intentions and greater levels of aCB. In other words, staff members who understand

and are committed to the values of the organisation are more likely to display greater

levels of organisational citizenship behaviour and will be less likely to leave the

organisation.
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5.5. Hypothesis 3

There is a significant relationship between organisational commitment and

biographical variables.

Table 4.4 indicates the relationship between the respondents' biographical

characteristics and OC; The results indicate that the strongest relationship exists

between gender and OC (r = 0.73, P < 0.01). There was also a significant, inverse

relationship between the age of respondents and oe (r = -0.58, P < 0.01). Respondents'

tenure (r = .40) was also shown to be statistically significantly related to oe (p < 0.01).

There was a statistically significant relationship between the race of respondents and

oe (r = .32, P < 0.01). Hence, the null hypothesis is rejected.

5.5.1 GENDER

Findings in this study suggest that amongst the biographical variables, gender has the

strongest relationship with organisational commitment.

Literature focusing on the relationship between gender and organisational commitment

is incongruous in that studies focusing on organisational commitment and gender have

difficulty arriving at agreement (Messarra & Karkoulian, 2008).
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An overwhelming number of research suggests that female employees tend to display

greater levels of organisational commitment. This finding is owing to a number of

reasons, namely, female employees were strongly committed to their organisations as

they (females) tend to have lower interorganisational mobility (Angle & Perry, 1981).

Bar- Hayim and Berman (1992) furthermore suggested that this relationship may also

be due to the degrees of power or privilege that males tend to have within the work

environment. The researchers also posit that this relationship is due to the fact that

females tend to be less educated than their male counterparts. According to Grusky

(1966 cited in Camelleri, 2005, Mathieu & Zajac, 1990) women were most likely to

display greater levels of organisational commitment than their male counterparts as they

needed to overcome greater organisational barriers in order to gain acceptance, once

achieved leading to greater commitment.
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Mathieu and Zajac (1990) are however of the view that this premise may be outdated as

more than twenty years have past, rendering the aforementioned contention invalid.

Having conducted a meta- analysis, the researchers found there is no consistent

relationship between organisational commitment and sex. Camelleri (2005) proposed

that gender mainstreaming policies, which have developed over the past twenty years,

may have given rise to these results. Messarra and Karkoulian (2008) on the other hand,

suggest that this phenomenon may be due to the fact that females have become more

active in the workplace and appear to have increased levels of education.
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Joiner and Bakalis's (2006) research has found that the gender of casual academics

impact on the organisational commitment of casual academic staff at an Australian

public university. With respect to Camilleri's (2005) research however, affective

organisational commitment has shown a differentiation between males and females

(0.141) and (0.212.) respectively.
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In contrast, Russ and Me Neilly (1995) found a weak relationship between

organisational commitment and turnover intentions for women than for men. Similarly,

Mexican women displayed lower levels of organisational commitment as their

traditional role within the home environment takes precedence over their role within an

organisation (Harrison & Hubbard, 1998).

Within an experimental design using vignettes, respondents who were asked to assess

the perceived organisational commitment within 18 scenarios, displayed no gender

differences (Brown & BardoeI, 2003). Camilleri (2005) similarly rejected the

hypothesis outlining the relationship between females and organisational commitment.

Instead the researcher suggests that there is no significant relationship between

organisational commitment and gender. This finding was reiterated in a study of

academic employees (Cetin, 2006). Similarly, findings of a study conducted by Russ

and Me Neilly (1995) gender also formed a moderating role between variables as is the

case in the relationship between organisational commitment and turnover intentions as

females showed a weaker link between these variables than their male counterparts.
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5.5.2 AGE

154

Age, amongst other biographical variables such as gender and occupational tenure, has

shown to be the best predictor of organisational commitment (Blau & Holladay, 2006).

Mcwatts (2005) reported both tenure and age to be significant, however age was

regarded as being the best predictor of commitment in her study. It has been suggested

that as age increases so too does perceived attractiveness and psychological attachment

to the organisation (Mcwatts, 2005). Older individuals may be more committed to their

organisations because they tend to be treated better over time because of their age

(Harrison & Hubbard, 1998). In a study of 290 human resource employees in the

Netherlands, commitment was low in organisations with employees with an average age

between 41 and 45. The researchers attribute this finding to the fact that younger

employees invest more in an organisation marked with significant organisational

changes (Nijhof, de Jong & Beukhof, 1998).

While statistically significant, in contrast, for a study of 3000 technical employees, the

effect size of the age on the commitment construct was small. The researcher thus

suggests that the popularity and managerial attention dedicated to differences among

age groups may be exaggerated (Finegold, Mohrman & Spreitzer, 2002). These results

were replicated in a study conducted in the United States and Canada, in a sample of

chiropractic faculty employees (Marchiori & Henkin, 2004). The findings were that age
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holds greater significance regardless of the individual gender, educational level and

tenure.

In a study of retention factors, the sample with 81.9 percent of the participants being 20

and 34, it was reported that age and organisational tenure had a strong and significant

relation with affective commitment (Dockel et al., 2006). Older employees tend to have

lower levels of education which reduces the number of alternative sources of

employment, thus leading to their retention (Angle & Perry, 1981). The other reason

identified for this relationship is that the older the employee the more specialised he or

she would be in their role, thus exacerbating the lack of employment alternatives across

organisations (Martin & Roodt, 1998).

In contrast, Cetin (2006) found no significant difference m affective, continuance

normative commitment to the organisation based on age.
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Gradual adaptation to the employee's role may exacerbate the increase of the

relationship between organisational commitment and age, Griffin and Hepburn (2005)

found in their study of correctional service by employees who expressed likelihood to

stay with the organisation until retirement. Camelleri (2005) further contention suggests

that older employees remain with the organisation as they have spent several years of

service investing in the organisation's wellbeing. Mathieu and Zajac (1990) add that the

greater the employee's investment within the organisation coupled with satisfaction
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with pay and promotion, the greater the relationship between age and organisation

exhibited by the employee. Meyer and Allen (1984) suggest that the relationship

between commitment (attitudinal) to the organisation arises as the older employee starts

to mentally rationalise why they have remained with the organisation. According to

Harrison and Hubbard (1998), older employees display greater levels of commitment

may be owing to the combination of investments and a longer history that the employee

may have with the organisation compared to their younger counterparts.

Certain environments have shown age to influence commitment. IT employees in Malta

for example, suggest that age has no impact on their levels of commitment, as most of

the organisation is comprised of younger employees, who do not have a significant

history and thus investment with the organisation (Camelleri, 2002). DockeI et al.

(2006), in her study of knowledge employees, similarly found that age did not playa

significant role on the employees commitment to the organisation as high technology

employees had a skill that was in greater demand within and the majority of the

employees had not significantly invested in the organisations with majority being aged

under 34 years. Contrary to the above Ajuha et al. (2007) however, found that IT

employees displayed a small effect on organisational commitment.

https://etd.uwc.ac.za/



5.5.3 TENURE

In terms of tenure, Birt, Wallis and Winternitz (2004) suggest that the average amount

of time at an organisation by a temporary employee is approximately five years or less.

Meyer and Allen (1984) posit that tenure has been used in several research articles as a

surrogate for side bets. According to Mathieu and Zajac (1990), tenure with an

organisation tends to yield greater side bets, such as a pension. Smeenk, Teelken and

Doorewaard (2006) found that organisational tenure significantly impacts on the

employees. In a two sample study including nurses and 80 bus operators, continuance

commitment was positively related with organisational tenure for the nurses, whereas

continuance commitment was unrelated to tenure for the bus operators (Hackett, Bycio

& Hausdorf, n.d.).
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Within a sample of 203 Japanese industrial employees, normative and continuance

commitment seemed to predict organisational tenure (Tao, Takagi, Ishidia & Masuda,

1998). A sample consisting of 109 general managers working in Fortune 500

companies, lengthening job tenure decreased their affective commitment to the

organisation (Taylor et aI., 1996). In a similar vein, Obeng and Ughoro (2003) found

affective commitment to be negatively linked to tenure suggesting that this finding may

be owing to a lack of alternative employment opportunities.
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Findings of a meta-analysis conducted by Cohen (1993) indicates that the relationship

develops after the employee has been under the employ of the organisation for a number

of years thus suggesting that the employee had already developed investments and

based on the reciprocation decide whether to commit to the organisation or not. In a

survey conducted on chiropractic faculty employees' findings revealed long-term tenure

displayed a significant relationship with affective commitment (Henkin &Marchiori,

2004). This finding may be owing to the fact that employees who remained with the

organisation for longer periods do so as they have better positions in the organisation

due to promotions and accompanying rewards (Mottaz, 1987). Savery and Syme (1999)

posit that high organisational commitment increases with length of tenure as the

employee remains committed to both the role and the department.
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On the other hand employees who have been with the organisation for a short period did

not show a significant relationship with organisational commitment (Sinclair, Martin &

Michel, 1999; Brown & Sargeant, 2007).

In contrast, Mottaz (1987) found no significant relationship between job tenure and

organisational commitment.

Cohen (1993) contends that the tenure, organisational commitment relationship exists

after the employee evaluates the importance of the investment and decides whether or

not to commit themselves due to the exchange relationship between the employee and
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the organisation. Hackett, Bycio and Hausdorf (1994) found that whilst organisational

commitment has a significant impact on total organisational commitment, the

relationship appears to be stronger for affective and normative commitment. This

positive correlation between organisational commitment (normative) and tenure may

have arisen due to the employee's internalisation of the organisations norms. This

finding suggests that the employee regarded their past years of service as an investment

to the organisation and would find it difficult to look for alternative employment

(Mathieu & Zajac, 1990). Camelleri (2002) furthermore posits that this relationship is

strengthened by the committed employee's sense of obligation to the organisation.

Dockel et al. (2006) suggest that the longer tenured employees who had greater levels

of continuance commitment may be committed to the organisation due to the greater

investments including pension plans.
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In an investigation of the relationship between tenure and organisational commitment,

Taylor et al. (1996) found that an increase in job tenure result in a decrease in the

manager's affective commitment. The researchers believe found that this may be owing

to the increase in the responsibility held by the managers.

Shoemaker (Savery & Syme, 1999) found that length of service positively correlated

with organisational commitment of federal rangers. As the relationship between

commitment and tenure is a reciprocal one, it remains plausible that higher commitment
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may increase the length of time that the employee remains with the organisation, and

visa versa.
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5.5.4 RACE

There seems to be limited literature linking race to organisational commitment within

the South African context and abroad. The findings are however quite contradictory.

In an assessment of organisational commitment and organisational effectiveness, using

questionnaires and interview data, Angle and Perry (1981) found that racial- ethnic

subgroup differences showed no significant relationship between organisational

commitment and turnover intention. Similary, according to Laber (2001 cited in Davids,

2004) there is no significant difference in the organisational commitment based on the

race of a sample 124 South African academics. These results were reiterated for a

sample of 120 South African public health employees (Morar, 2006) and 227 public

sector nurses within the Western Cape Metropolitan District Health Services of South

Africa (Ramsay, 2006).

In contrast, Muthuveloo and Rose (2002) found that race had a significant influence on

organisational commitment for Malaysian engineers. In a sample of South African

based call centre employees, after an organisational restructure, race was shown to link

to organisational commitment- Black respondents (74.68) in the sample expressed
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lower levels of organisational commitment than other racial groups, Coloured

respondents (97.63), Asian (92.14) and White (87.94) (Davids, 2004). Martin and

Roodt's (2008) research on academic, research, support and administrative employees

of a merged tertiary institution found a significant relationship between organisational

commitment and race, with Black respondents being more positive about commitment

than their White counterparts. They purport that this finding is owing to the fact that

South Africa is changing and redressing past inequalities that existed between the race

groups. The researchers furthermore suggest that Black employees may be more

committed to the organisation with the promise of changes and greater possibilities in

the future. Similarly, Bosman et al. (2005) found race significantly linked to

organisational commitment of human resource employees in a South African

organisation.
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Obeng and Ugboro (2003) found that racial minorities within the transit industry tend to

display less normative and affective commitment and stay with the transit organisations

longer due to the nature of the role and employment characteristics. The researchers

further posit that those racial majorities in higher positions tend to be better

compensated and more educated.

The influence that race may have on organisational commitment remains unclear and

thus requires further research.

https://etd.uwc.ac.za/



5.6. Hypothesis 4

There is a significant relationship between organisational citizenship

behaviour and biographical variables.

Table 4.5 indicates the relationship between the respondents' biographical

characteristics and OCB. The results indicate that the strongest relationship exists

between gender and OCB (r = 0.54, P < 0.01). There was also a significant relationship

between tenure and OCB (r =0.35) and between age and OCB (r = 0.34) (p < 0.05).

There was no significant correlation between OCB and race (p > 0.05). Hence, the null

hypothesis is rejected.
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5.6.1 GENDER

In a critical review conducted by Organ and Ryan (1995), the researchers are of the

opinion that males and females do not differ on their frequency with which they display

citizenship behaviour. In a meta analysis the researchers found that whilst it may be

easy assume that females may portray certain citizenship behaviours such as courtesy

and altruism, very few studies actually report such findings suggesting that gender

predicts organisational citizenship behaviour. Similarly, Podsakoff et al. (2000) posit

that employee gender have not been found to be related to organisational citizenship

behaviours. A similar result was found by Piercy et al. (2003) where female sales
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managers have not shown higher levels of organisational citizenship behaviour.

According to the researchers gender does not foster nor inhibit the extent to which

organisational citizenship behaviour is displayed within the organisation.

In contrast, in a study of resident advisors, peer ratings indicated that females displayed

greater levels of citizenship behaviours in comparison to their male counterparts (Lovell

et aI., 1999). In comparison, Anderson and Shinew (2001) utilised a self report aCB

questionnaire comprising sixteen items, and found that males and females differed

significantly on four of the questions. The researchers found that females tend to help

others more frequently, however, also tended to coast to work, spend a greater amount

of time on the telephone and were less likely to arrive at work on time in comparison to

males. The researchers purport that these issues may be an outcome of the female's role

of juggling the role of employee and parent, thereby needing to spend more time on the

telephone with their children. Allen (2006) conducted a study to evaluate the

relationship between citizenship behaviour and organisational rewards such as

promotions and found gender to be a moderator of the relationship between the two

constructs. In her review of the literature, Allen (2006) proposed that the relationship

between gender and citizenship may perpetuate stereotypes, with females more likely to

be associated with citizenship behaviour. The researcher postulates that organisational

citizenship performed by males may be misinterpreted as being in role behaviour, in

comparison to females who would be observed to be going the extra mile.
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Holliday and Cordeiro (2003) examined how the impact of taking leave may have on

the relationship between organisational citizenship and gender. The researchers found

that gender bias had a significant effect in the study as male supervisors for example

were more likely to suggest that male subordinates were more likely to demonstrate

generalised compliance and other desired behaviours than that their female

counterparts.

5.6.2 AGE

164

Wanxian and Weiwu (2007) suggest that organisational citizenship behaviours have a

significant relationship with the respondent's age. The researchers proposed that older

employees are more likely to perceive citizenship behaviour as a behaviour that. forms

part of the role in comparison to their younger counterparts. In other words, older

employees may feel that OCB is an inherent component of their work whereas younger

employees believe that aCB are behaviours that are required in addition to their day to

day work.

Whilst observing the relationship between demographic variables and citizenship

behaviour, Organ and Lingl (1995) found age to be the only demographic predictor of

supervisory rated altruism. Wagner and Rush (2000) found in their research that age

was related to levels of altruism for a sample of 96 U.S. nurses whose citizenship

behaviour was rated by peers. According to the researchers, several factors could have
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led to this outcome, for example, older employees may place greater importance on

helping behaviours and thus feel more obliged to exhibit this behaviour, and

alternatively, younger employees may lack the necessary life experience relating to self

sacrifice. These findings were also supported by Kuehn and AI-Busaidi (2002) who

found that respondents under the age of thirty differed significantly on self report OCB

than those older than forty years. Similarly, of a survey of 349 participants of older

employees, greater levels of OCB were revealed suggesting that age is an important

antecedent of organisational citizenship behavior (Wanxian & Weiwu, 2007). Older

employees in two provinces in Turkey also demonstrated greater levels of civic virtue in

comparison to their younger counterparts (Polat, 2009).

Organ and Ryan (1995) suggest that methodology in terms of self report versus other

ratings impact on the relationship between OCB and this type of variable. Contrary to

the above finding, Schappe's (1998) research showed that age is not related to

citizenship behaviour. This finding concurs with findings of a meta- analysis conducted

by Podsakoff et al. (2000) where demographic variables, including age, have not been

found generally to be related to OCB.
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5.6.3 RACE

There remains a paucity of literature pertaining to the relationship between

organisational citizenship behaviour and the race of respondents. The studies

highlighted below show a diverse array of findings.

Aquino and Bommer (2003) collected data from 448 employees from a manufacturing

organisation in the US and found race to be a moderator of good citizenship. The

authors indicate that this finding may be due to the fact that a large status differential

exists between races within the US based plant.

Jones and Schaubroeck (2004) used both self and supervisor rating in a study exploring

the impact of a number of mediators on the relationship between race and organisational

citizenship behaviour. The researchers found that race affected self-rated aCB directly

and indirectly through the mediating impact of negative affectivity, co-worker social

support, and job satisfaction.
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In a study among 456 manufacturing plant employees, supervisory-rated aCB was

negative and significant for Whites, but not for Black employees (Thau, Aquino &

Bommer,2008).
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5.6.4 TENURE

Organ and Ryan (1995) in their meta- analysis resolved that few studies reported a

correlation between citizenship and organisational tenure. The researchers contend that

whilst several studies may list the average tenure of their sample, the actual impact of

tenure on organisational citizenship is not reported on as the variable tends to have

modest impact on citizenship and does not significantly account for the variance in most

of the reviewed studies. The researchers further suggest that the strength of the

relationship between tenure and organisational citizenship is so insignificant that tenure

would not successfully play the role of moderator in relationships between citizenship

behaviour and job satisfaction for example.

In an explorative study investigating the relationship between work family conflict,

work family culture and citizenship amongst teachers, tenure was controlled for within

the regression analysis, as the variable is known to impact on organisational citizenship

(Bragger et al., 2005). Organisational tenure leads to stronger affective link to the

organisation and thus employee citizenship behaviour. The subcomponents of

organisational citizenship behaviour and tenure were found to be unrelated to obedience

and longer tenure played a mediating role with loyalty (van Dyne et al., 1994). The

researchers proposed that tenure operating through a covenantal relationship will lead to

organisational commitment and thus to organisational citizenship- loyalty. The

researchers proposes two alternative explanations for this relationship, namely, it may
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be plausible that tenure operating through the covenantal relationship only influences

loyalty due to the close link with affective and continuance commitment. Alternatively,

the researchers suggest that longer tenures based on continuance commitment may

justify their longevity through exhibiting extra role behaviours.

In addition, Ehrhart (2004) suggests that longer tenured employees may tend to display

normative citizenship behaviour. In this regard, the researcher posits that the shorter

tenured employees may look to the norms (reflected in citizenship behaviour) displayed

by the longer tenured employees.

5.7. CONCLUSIONS AND RECOMMENDATIONS FOR THE ORGANISATION

The aim of this research was twofold, namely; to determine the relationships between

the variables, organisational commitment, organisational citizenship and turnover

intentions for human resources employees at a retail organisation and to determine

which biographical variables, if any, would impact on organisational commitment and

organisational citizenship behaviour exhibited by these employees.

In this regard, the following conclusions have been drawn:

o the human resource professionals employed at this organisation reported below

average levels of commitment,
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o there is a significant relationship between organisational commitment and

organisational citizenship behaviour for the human resource professionals at this

retail organisation,

o there is a significant relationship between organisational commitment and

biographical variables (namely age, gender, tenure and race) for these human

resource professionals, with gender being the greatest predictor of organisational

commitment and;

o there is a significant relationship between organisational citizenship behaviour

and biographical variables (namely, age, gender and tenure) for these human

resource professionals. The current research study indicates that there is no

significant relationship between race and organisational citizenship behaviour.
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The findings suggest that these employees have an emotional attachment to the

organisation which leads them to carry out organisational citizenship behaviours and the

go the extra mile in order to achieve the organisational goals. The study suggest that

the respondents showed greater levels of normative and continuance commitment and

thus may be performing these activities due to a sense of obligation or an awareness of

the costs of associated with departing from the organisation. These employees may be

taking into consideration factors such as salary and training. Popoola (2005) for

example suggests employee wages as well as working environment is important when

deciding to remain with the organisation. In light of this finding, it may be assumed that
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these benefits may be regarded as sufficient to retain the commitment of these

employees.

In exploring the relationship between organisational commitment and turnover

intentions, it appears that other factors play a role in their decision to leave the

organisation in addition to their low levels of commitment. Factors that could impact on

the employee's decision to leave the organisation include age, race, gender, role or

organisational related factors including but not limited to organisational leadership and

lack of career development opportunities such as successful succession planning.

An interesting finding is the apparent inverse relationship between age and

organisational commitment. This result suggests that younger employees may be more

likely to exercise commitment albeit low levels. This finding proposes that these

employees may be more appreciative of the salary and training opportunities provided

by the organisation.

170

Whilst findings of the current study indicates that the organisation should aim to retain

younger committed employees, it is also evident that older human resource

professionals who have been employed with the organisation for longer periods will go

beyond their daily duties and perform acts which are altruistic, be courteous, be a team

player, conscientiously perform tasks and display greater levels of civic virtue. The

organisation could consider utilising the services of these individuals in mentoring and
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coaching of the younger human resource professional in order to ensure a transfer of

this way of working.

According to Grobler et al. (2006), possible benefits that could anse from the

mentoring, include;

o the mentor may nominate the protégé for future roles, and,

o the protégé will develop greater confidence.

The findings of the current study suggest that human resource professionals in the retail

organisation appear to have below average levels of organisational commitment. The

organisation could consider a number of reasons that could have led to this outcome.

5.8 LIMITATIONS AND RECOMMENDATIONS FOR FUTURE RESEARCH

Limitations in this study include the utilization of non probability sampling, cross

sectional designs and self report methods of collecting data.

5.8.1. NON PROBABILITY SAMPLING

The study made use of non probability sampling for the purpose of convenience and

swiftness with which information can be collected. The convenience sampling method

does however lend itself to the possibility that a fair representation is not made of all

participants in the human resources professionals. Stratified random sampling would
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assist in this manner, as a predetermined number of representatives are selected from

each category (Struwig & Stead, 2001). Stratified random sampling enables

generalisability from the sample findings to the larger population (Carr, 2005) and

improves the validity of the study (Morar, 2006).

5.8.2. LONGITUDINAL STUDY

Longitudinal studies involve the evaluation of elements under study over a period of

time (Terre Blanche and Durrheim, 1999). This type of study would provide the

researcher with the opportunity to view the behaviour on several different occasions. By

using longitudinal studies, the current study would have been able to evaluate the

samples' behaviour over a period of time, thus collecting more data and possibly

achieving different outcomes.

172

5.8.3. SELF- REPORT

The current study made us of self report questionnaires which permits the respondent to

enter perceived tendencies and frequencies for displaying behaviours. These self report

measures lend itself to the possibility of possible biases and misrepresentations such as

under reporting behavioural tendencies. Instead, a holistic method of appraisal may be

to include the use of additional ratings from supervisors, peers and customer evaluations
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(Grobler et al. 2006). In addition, further research on this topic could explore the use of

qualitative methodology, which may reduce the effect of bias on the results.

5.8.4. OTHER VARIABLES

Several researchers have highlighted job satisfaction as a possible confounding variable

in regarding the relationship between organisational commitment and turnover

intentions (Sutherland & Jordaan, 2004; Jahangir, Akbar & Begum, 2006). Further

studies could explore the role of job satisfaction within this relationship. Similarly, from

the literature review it is evident that leadership in terms of style and support has been

linked to all of the variables in this current study. Further studies may investigate how

leadership impacts on the employees' level of commitment, citizenship behaviour and

intention to leave the organisation.

173

5.8.5. OVER REPRESENTATION IN DEMOGRAPHIC VARIABLES

In reviewing the biographical statistics of the current study, there is a clear indication

that there is an overrepresentation of female respondents. Similarly there appears to be

an overrepresentation of Coloured employees also within this study.
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5.9. CONCLUSION

This chapter discussed the findings of the hypotheses and compared results to previous

studies. The chapter concludes with recommendations for the organisation, limitations

of the study and recommendations for future research.

This thesis aimed to add to the existing body of knowledge on the constructs of

organisational commitment, organisational citizenship behaviour and turnover

intentions. In this regard, several suggestions have been made so that the organisation

may begin to implement programs aimed at increasing the levels of commitment and

citizenship. As human resources professionals have left the organisation consistently

during the period of 2008 to 2009, the organisation would benefit from evaluating

possible reasons other than commitment that could account for this turnover (HR Talk,

2009).
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Appendix A

Letter of participation

Dear Sir/ Madam,

I am in the process of completing my Masters degree in Industrial Psychology at the

University of the Western Cape. I am conducting a study on the relationship between

organisational commitment, organisational citizenship behaviour and turnover

intentions of human resource professionals at a retail organisation. This research aims to

provide insight into factors that could lead to the retention/commitment of human

resource professionals.

This serves as an invitation requesting your participation in the study.

I would appreciate it if you could complete the attached questionnaires. This survey will

only take a few minutes of your time.

Please be assured that your participation is voluntary and all responses will remain

confidential; all respondents will remain anonymous and only grouped data will be

presented. The results of the research will be made available to all interested

participants upon your request.

I can be contacted at the email address below. Please do not hesitate to contact me

should you have any concerns, queries or comments.
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I thank you once again for taking the time to complete the questionnaires.

Kind regards,

Bernice Petersen

bernicepetersen@woolworths.co.za

Fax to email: 021 4079916

229

https://etd.uwc.ac.za/

mailto:bernicepetersen@woolworths.co.za


(i) Extra-role Behaviours,
(ii) Organisationalcommitment
(iii) Turnoverintentions.

Appendix B

Biographical questionnaire

INSTRUCTIONS: You do not have to write your name anywhere on the questionnaire. Please
respond to the following statements considering your personal experiences of work. Do not answer
according to what your manager or your organisation expects from you, but rather answer according
to what you actually do or feel.
There are 2 sections that you must complete. Section A comprises of a Biographical Questionnaire
and Section B comprises of 3 separate questionnaires,

Coloured
1-3 years

Indian White

Please answer all the questions. All responses will be treated with strict CONFIDENTIALITY. 50,
please be honest and truthful so that we may obtain an accurate picture.

Section A

Female

(length 4-6 years 7-9 years
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Please comp-Iete by- lacing a cross

Section B

This questionnaire refers to extra- role behaviours that are not part of your formal job requirements.
Respond to these statements in terms of your own experiences in the workplace.

Rating key: Strongly disagree= 1; Disagree= 2; Uncertain= 3; Agree= 4; Strongly agree= 5

Example: If you agree that you work much later than required, choose 4.

Strongly
disagree

1

Strongly
agree
5

Disagree
2

Uncertain
3

Agree
4

Strongly Strongly
disagree Disagree Uncertain Agree agree

1 2 3 4 5

2. I am always in need of others Strongly Strongly
assistance in my work. disagree Disagree Uncertain Agree agree

1 2 3 4 5

3.1 believe in giving an honest Strongly Strongly
day's work for an honest days disagree Disagree Uncertain Agree agree
pay. 1 2 3 4 5

4. I try to avoid creating problems Strongly Strongly
for co-workers. disagree Disagree Uncertain Agree agree

1 2 3 4 5

5. I consume a lot of time Strongly Strongly
complaining about trivial matters. disagree Disagree Uncertain Agree agree

1 2 3 4 5
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6. I keep abreast of developments I Strongly
..--

Agree 1 Strongly
in the organisation. disagree Disagree Uncertain agree

1 2 3 4 5

7. I tend to make problems bigger Strongly
Agree 1 Strongly

than they are. disagree Disagree Uncertain agree
1 2 3 4 I 5

8. I consider the impact of my Strongly Strongly
actions on co- workers. disagree Disagree Uncertain Agree agree

1 2 3 4 5

9. I attend meetings that are not Strongly 1 Strongly
mandatory, but are considered disagree Disagree Uncertain Agree agree
important. 1 2 3 4 5

l
10. I am always ready to lend a I Strongly Strongly
helping hand to those around me. disagree Disagree Uncertain Agree agree

1 2 3 4 5

11. I attend functions that are not Strongly

1
Strongly

required but help the company disagree Disagree Uncertain Agree agree
image. 1 2 3 4 5

12. I read and keep up with Strongly 1 Strongly
organisation announcements, disagree Disagree Uncertain Agree agree
memos, etc. 1 2 3 4 5

~ ----13. I help others who have been Strongly Strongly
absent. disagree Disagree Uncertain Agree agree

1 2 3 4 5
.....__ I -- -14.1 do not abuse the rights of Strongly 1

Disagree I 1
Agree 1 Strongly

others. disagree

I
Uncertain agree

1 2 I 3 4 I 5

15. I willingly give my time to Strongly Strongly
others who have work related disagree Disagree Uncertain Agree agree
problems. 1 2 3 4 5

16.1 tend to focus on what's Strongly Strongly
wrong with my situation rather disagree Disagree Uncertain Agree agree
than the positive side. 1 2 3 4 5
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~ Strongly 1 Strongly17. I take steps to prevent
problems with others. disagree Disagree I Uncertain Agree agree

1 2
J

3
j

4 I 5
I

18. My attendance at work is Strongly I Strongly
above the norm. disagree Disagree Un~rtain I Agree agree

1 2 4 5 j...___ ,- I

19.1 always find fault with what Strongly Strongly
the organisation is doing. disagree Disagree Uncertain Agree agree

1 2 3 4 5

20. I am mindful of how my 1 Strongly 1 Strongly
behaviour affects other people's disagree Disagree Uncertain Agree agree
jobs.

j
1 2 3 4 5

I
21. I do not take extra breaks. Strongly I Strongly

disagree Disagree Uncertain Agree agree
1 I 2 3 4 5

22. I obey company rules and Strongly Strongly
regulations even when no one is disagree Disagree Uncertain Agree agree
watching. 1 2 3 4 5

23. I help orientate new people Strongly Strongly
even though it is not required. disagree Disagree Uncertain Agree agree

1 2 3 4 5

24. I am one of the most Strongly
Disagree I Strongly 1

conscientious employees. disagree Uncertain Agree agree
1 2 3 4 5

1,- _j~

Rating key: Strongly disagree= 1; Disagree= 2; Uncertain= 3; Agree= 4;
Strongly agree= 5

Please complete by placing a cross (X) in the applicable box.
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Strongly
,.- I Strongly

disagree Disagree Uncertain Agree agree

I
1 2

!
3 4 5

1. Iwould be very happy to 1 Strongly Stron~
spend the rest of my career disagree Disagree Uncertain Agree agree

Iwith this organisation. 1 2 3 4 5

2. Ienjoy discussing my Strongly I Strongly
organisation with people disagree Disagree Uncertain Agree agree
outside it. 1 2 3 4 5

3. Ireally feel that this Strongly Strongly
organisation's problems are my disagree Disagree Uncertain Agree agree
own. 1 2 3 4 5

j .-
4. Ithink that Icould easily Strongly 1

Disagree I I Strongly
become as attached to another disagree Uncertain I Agree agree
organisation as Iam to this one. 1 I 2 I 3 I 4 5

5. I(to not feel like 'part of the r-st'i-ongly Strongly
family' at my organisation. disagree Disagree Uncertain Agree agree

1 2 3 4 5

6. Ido not feel 'emotionally Strongly Strongly
attached' to this organisation. disagree Disagree Uncertain Agree agree

1 2 3 4 5

7. This organisation has a great ,Strongly 1 I Strongly 1
deal of personal meaning for disaree I Disagree Uncertain Agree agree

jme. 2 3 4 5

8. Ido not feel a strong sense ofl Strongly
,....-.. Strongly
Disagree Ibelonging to my organisation. disagree Uncertain Agree agree

1 2 3 4 5
I

TI think that people these days Strongly Strongly
move from organisation to disagree Disagree Uncertain Agree agree
organisation too often. 1 2 3 4 5

10. Ido not believe that a Strongly Strongly
person must always be loyal to disagree Disagree Uncertain Agree agree
his or her organisation. 1 2 3 4 5
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11. Jumping from one
~. I StronglyStrongly

organisation does not seem at disagree Disagree Uncertain Agree agree

~
all unethical to me. 1 2 I 3 4 5

12. If I got another offer for a Strongly Strongly
better job elsewhere I would not disagree Disagree Uncertain Agree agree
feel right to leave my 1 2 3 4 5
.Q[ganisation. J
13. One of the major reasons I Strongly 1 I Strongly
continue to work for this disagree Disagree Uncertain Agree agree
organisation is that I believe 1 2 3 4 5
loyalty is important and
therefore feel a sense of moral
..2tili_gation to remain.
14. I was taught to believe in the Strongly 1 Strongly
value of remaining loyal to one disagree Disagree Uncertain Agree agree
organisation. 1 2 3 4 5-, ..___
15. Things are better in the days Strongly Strongly
when people stayed with one disagree Disagree Uncertain Agree agree
organisation for most of their 1 2 3 4 5
careers.
16. I do not think that wanting Strongly Strongly
to be a 'Company man' or disagree Disagree Uncertain Agree agree
'company woman' is sensible 1 2 3 4 5
.!!!ïmore.

Please complete by placing a cross (X) in the applicable box.

This section focuses on the employee's intention to quit from the organisation.

Example: If you always feel that you do not wish to remain with you current organisation, then you
will place a cross on option 7.
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1. How often have you ---,
Never r~. Most of the

....,

considered leaving your 2. 3. 4. 5. 6. 7. time
current job? J ~......._
2. How frequently do you To no To a large
scan newspapers for job extent 1. 2. 3. 4. 5. 6. 7. extent
opportunities?--3. To what extent is your
current job not addressing
your important personal Never 1. 2. 3. 4. 5. 6. 7. Always
needs?

j
4. How often are
opportunities to achieve
your most important goals Never 1. 2. 3. 4. 5. 6. 7. Always
at work jeopardised?

5. How often are your most
important personal values
at work compromised? Never 1. 2. 3. 4. 5. 6. 7. Always

6. How frequently are you
daydreaming about a
different job that will suit Low High
your personal needs? 1. 2. 3. 4. 5. 6. 7.

7. What is the probability
that you will leave your job, Always 1. 2. 3. 4. 5. 6. 7. Never
if you get another suitable

!offer?

8. How frequently do you 1
Never1look forward to another day 1. 2. 3. 4. 5. 6. 7. Most of the

at work?

~

time

9. How often do you think
about starting your own
business? Never 1. 2. 3. 4. 5. 6. 7. Always

10. How often do only family
responsibilities prevent you
quitting? Never 1. 2. 3. 4. 5. 6. 7. Always
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Thank you for your participation.

~11. How often do only
vested personal interest
(pension fund, Never 1. 2. 3. 4. 5. 6. 7. Always
unemployment fund, etc)
prevent you from quitting?

I
12. How frequently are you I
emotionally agitated when Iarriving home after work? Never 1. 2. 3. 4. 5. 6. 7. Always

I I
13. How often is your
current job affecting your
personal well-being? Never 1. 2. 3. 4. 5. 6. 7. Always

14. How often do the
troubles associated with
relocating, prevent you from Never 1. 2. 3. 4. 5. 6. 7. Always
_q~itting?
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